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Treiming the vetiy Ufflcers 
f the 
United Utatea lavy 
in 


Humen Relations 


Introduction 


Ali too frequently remarks are made by persons who were 


moaberc of our araed forcan during the resent war thot they liked the 


aroed servicee pretty well, bute~-and then the Lrritetin, anpecte will 
begin to be liated. In fmet, Lt Le wot uncamson for individuals new 
in the aervice to make such remerka., “hese reseren are most frequently 
mede by the non-comtloeionret peracnnel, ant 1% would seen that they 
inficete o problea thet needa careful ant prompt atbention. further 


indlestiona of the prersence of thie prepium in the Wvy Mave bean the 


—_ ELLE LS 


fact that: (1) At moot oteations and efilps orderg and directions are 
soketimes violated in an almost inteniiowl manner by both petty 
officers and non=-rated personnel; (2) Wwrele iv somotiaes low; 


(53 Too large @ number of the pereonnel are on report Tor offeneees 


za emma i 


yomeltted; (4) Orgere and dlrectione ds not seem to “get through to 


ali Rede"; and (9) Preruentiy the pereennel seem contuee! atout the 


rulew oul repulatione and eel ie expected of thes. llemeeforth, thig 


diecQe ion will edn@ider cprobi@es osly as Uy partelm to thé Gy. 
in addition to theee evidenced whieh are frequently thought 


| of ne “locel® conilitions, oecr training, or elmost any aunber of 


excuses to pane them off, we find mary references to thie problem in 
the articler printed in the current pabliestions. The problew hee 
been referre® to in many waye, such as: 
it is further recommended thet war-tige troLuin, be 
& conmlenrsation of the traininy in peacetiow with change 
in eephasia from theoretical to practical treiuims in 
(1) human relations, (©) the actual handling of men ine 
divicusally aw) collectively, fuor@sily end in -ormally, in 
avi out of mliltery foreetiona.” 
Goer reforenses eppearec in an articie written by vwseptaia 
lun WoUracken, idee Tevy, ontitied, "The lroligul) don,” which algo 


| poate to the prebleme Vaplein “Uracken writes: 


ehile i believe toot an honest, conetientious officer 
or petty cfficer can be coneiderabiy aided by acme Knowledge 


of leaderernip peychology, I alec believe thet in our current 

enthusiast we are apt to overdo the mechenice end wee it 

| fer too complicated. sgtually about all that ls necessary 
ia to realize that what you eay te a man and how you treat 
him will preduce in him eveetly the same renetlons they 


| would produen in youe A sensitivity that eneblen you to ses 
objectively juet how you would rewcst will take the place of 
all the becks on peyshelory ever writtenee-ant it can't be 

learned out of e book. Couple this seneitlvity with a sincere 
renpect and consideration for other human beings, a never- 
failing tact an! courtesy amd dignity ami justice, ant jou 
will not have mony troubles with personnel «6. ‘“evertiveleac, 
thic ie no remeon or not trying to do our beet to improve 
the lestership abillties of those who are plecel in poeltionea 
that r@cuire thew to lewd.” 


ALL of these indicetions nem te point to tne hwmen relations 
thai are .ound in the Jevel eervice ag having, a conesideredle amount of 
influerce on the prebles. Therefore, it will be of velue to inveetiyotve 
cor@fully what ie mment by humen relations and where it is developed. 


Ne pre-est atuy will be iisited to the Inter-reletionship of indivie- 


OO AT 


Mthitery Review, fort Leavemorth, Yancas, May, 1947, “snalyticel 
| ‘tudy on Leadership Inetruction, by e “tulent Committee. 


*teval Inetitute Preceadings, “my, 1945, ppe °75=l77- 


uals in the united States “avy, av! of the retes of petty officers 
Yiret, second, an’ third clase, and the non-rated personnel. 
united States Wavel ships and atetlons ero organi-ations 
whieh in turn make up the one large orgenlaction knewn aa the United 
Staten kavye Wech ship end station has ite oun “Oreganigaticn Menual® 
whieh pictures the make-up co. the particular unit. If we have an 
orgewisation, we had beat know precisely whet an orgenieation is am 
what should be expected from it. Organization hes been defined as: 
The procers of #0 eombining the work which Lidivide 
uals or «roups have to perform with toe faculties neceospry 
for Lis execution that the duties, es forwad, provide the 
best Ghermels for the efficient, systematic, Pee th ve, and 
eccordinated application of the available effort. 
thet La precisely the way every Savel establicneent is 
arrensed. If we have organizatlon=-ens we coe-fhen it Le neceresary to 
haye some managetdente Thie torm has heen defined hy Ghelcon as: 
The function ee. concerned in the exetution of 
poliey, within the limite set up by adwinistretion, and 


the employment af the gr eanteetior Jor the particular 
ebjecte set before it. 


Agpley has givon aanagement on somewhat simpler definitions 
“Semnagewent is petuin ether folks to do thing." Tne relationship 
between the two has been clesrly srovn by Gholdon when he wrote: 
“(reanieatlon i¢ the formation of an effeetive machines management, 
ef an erfective executive, "4 

These teres are priqarily used in industry; however, vo hove 


seen thet they apnly to the eatebllehment of the “avy. Theretore, it 


line Philosophy of \wnagewent, Cliver Shelton, pe dee 

2ieid. 

“Leeture, Lawrence Ae Appley, to clese in “Advanced vryanizalion ond 
JeSogement,” Sorthweatern University, Pocember, 1947. 
The Shiloro@iy of Manarejent, (liver Wheldon, pe Jes 


Le logienl to belleve tiwt problews peculiar to “manaye@eent” in 
industry may be oimilar to probleme of human rolutione Ln the xavy. 
a¢@ have gown thet managerent 1s getting other folke to do thlingws 
therefore, ve cen gay that the officers ond petty officerd are the 
manners of the Wavy. it will be noted that the definition does not 
reetrict tho function to any one level, so we must esuuwe thet it is 
a continuous shain including the offleere and the petiy ofiicere=- 
in tect, any persen charged with getting others to do thinge ie 4 
part of wnagcemente 

hne probile:n seens te heve been traced to ene of hulin relee 
tlonas threrefore, we ned best define thet term. ‘“uwan reiutions hes 
been defined ee, "The art of pettine othere to weat to act in some 


nl Yote the Siaklarity o- Unie definiticn te thet fer 


deeilread manner. 
eanexement. If the problem is one ot human relationa, 1. would now 
caer closely cennected with managcewent, and @ganegevent involves the 
ofiieers ond petty officers in particulars seny probleme shoul’ be 
nelved by properly training menegememt (the officers and petty officers ) 
in hew to get othere to want to act in some desired manner. In thie 
inveatication 14 will be desirable to determine whether or net the fune- 
tacn of management hag been performed with cool practices perteining to 
Liter-relationghips of all pereennel. 

iumar: rele tione enters all plmees o life. I% Le foun® in 
oporiea, gawer, work, home life, in fact wherever pecple are found humen 
reiatiore will be found. Uowever, it must oe remesbered that bull ude 


vantese can be taken o° this art, or any degrees of Lt cen be ule even 


te the point ef negative value. VUenditions effeeting human relations 


lors ining “upervisors in lumen Reletione, The Setropeliten Life in+ 


catipyintast Pomneres 


eurance Votwany, Ver York, pete 


are referred te when etate-ents are ande that e worker is just "no geet": 
cComaami does not Leeue orders in an understandable manner; orders and 
directions ere not made knorn to petty offieern; petiy officers are not 


handiing men cerrectiy; petty ofticera are not properly trelned, e% 


cetLers » 
tne followin, corviitiens ere beeic to a conciderntion of 
numen reletionss 
lL. Attitades of the individual. 
2. ‘jerrbimente of the individual. 
Se Opiniones of the individual. 
4, Formal ergeniszation of the institution. 
Se in.ormel orgenization in the rastitutien. 

Theee bacle comlitiona frequently vary for the individual 
and the inetitution. vonnidering only the first three basic Cactere 
just mentioned, the causes of lmividwl differences have boon piven 
as: (1) Tre biolovies! basieeethe enatomical structures for dynamic 
funetLoning of seneo orpene, nerves; (€°) “he emourt of previous trein-~ 
ing that hae been atcomplished; and (3) The intermediate atep called 
Lhe peculiar work methods or patterns of behavior adopted to solve 
problews or in tne finished performance. 

‘luman behavior may bc claeeified ag: (1) venseory, euch ac 
perception, imaginetion, and mesory; (2) Affectiv: urocernes, euch as 
Teolings, eustions, attitudes, tercerasents, om appreciation; (53 
joter processes, ouch es muscular ean¢ glandular activity; and (4) oymiclic 
nehavidcreeintillectusl or thought processes, uhich are largely verbal, 
and Sumotinec cousidered 6 combination of the Parmer threo typeue 

Ah) behevior kas eli four o Wiese clagses, aid coh te af 
fected by changing any one co. the our classes, or treir empnagia. 


Cverlupgping of steps in a series of activities or parts o° an operatioa 


definitely affects development o. the final act. For inetance, loarning 
ta io new thinge uses sections ant ideam previouely learned. 

Individual differancea in people are large and ueuslly fairly 
Stable in ordinary environments. They may be dus toe heredity but ene 
vironment definitely affeets them, for ingstence, pecple from ware 
clameter uounlly dislike celia weathers some can work gathematical orob- 
lems easily; cthers cannot. 

The pereennel situation may be improved for wny activity by: 
(1) Wekine wiee initial eeleetion of individwuele; (2) Iven if thie hae 
nat been done, Lt may be worth while to trein the individual; (3) eti- 
vate the individual, provide an incentive for him; and (4) Improve the 
teole and facilitios with which he worke. 

Hach person fe a dietinetive individual in himeelf--Rnat is, 
he her a gecial etisulus value which cauews lim to be socially liked or 
disliked or te be vocatiowslly effective in various dogreee.! 

individuvals differ in all their gquelitiae. Some have great 
atrencth of charector; ctherem are week in thie arerae “Some are able 
leaders, while others have no ability slong thie linea; some have ,ood 
Sudgement, while others seem te have nons at all; sone heve much energy, 
while others sre coupletely lecking in enerzy>» 

Since both industry and the avy must congicer these individual 
differences in peeple, it is believed that these basic facts add further 
proof te the statenent that prablexs in human relations found in industry 
may aleo be found in the Navy. 


The last two factors, the formal and informal ergeanization, 





Will be diecusped leter in thie study. 
| 


\ecturea, viens in Individual Differences, Or. |... Seachmre, 
‘orthwestern University, ‘inter Term, 1948, 





Importent studies have been swede whieh have provided infor-~ 
mation on the determination and use of human relatione and its effect 
on the individual, ae well sa on the organization. The most outestand- 
ing oi theee ie the reeearch program conducted by the Yeetern Llectric 
Company, ‘Nawthorne torks, vhicago, and reported by Ped. soethlisberger 
an «eds Ulckson in their book entitled, "Management. end the dorker," 
which will be referred to frequently in thie atudy. 

iroteesor fonmid Lippitt of the Research Venter for Jroup 
“ynemics, “aseachusetts Institute of Technology, hae made a reeearch 
coneerning the differences of sotial peresption a. oarents, teachers 
and students in a school system. The resulta cf thia reeeerch heve 
nol ween publiehed as of thia dete; nowever, preliminary rosulte have 
heen anncuntec ani promiga to clive ineisht te the field of human rele~ 
tLlonge 

There are varlous voicte of view that have bean presented 
concerning this problem It Le not unecmaon to hear thet an Individ- 
val is just not petty officer materiale-he has mo qualifieaticne, and 
therefore there is no problem and human relatione does net enters in 
ense canes that may be true, Yat in how «any caser have merginal mon 
whe have had to be used as petty offlcere (and se officern) been 
wested strictly becaugs the best that wae in them was not used due to 
this polnt of views 

Another point of view 48 thet eame oFLfieern are not efoicient 
ani do not know how to ret work out o. their men. omotiwes trie ia 
aiso true, but agein how cften it tae bean a fact that the officer and 
the petty officers would have worked well togetin r had they underatosd 


cach other. 


Often one will hear the opinion that a potty officer is just 
Lacking in technical training end just does not know his job, and thet 
ig the reason he ie not an efiiciont petty officer. Human relations is 
no gubetitute ror technics] knowledge, but it Lea a factor to be ueed in 
determining whether or not a men hee the technical truining. The use of 
good human relations procedures may help prevent the occurrence of such 
« ¢Glrowunastence ae haa juet been deacribed. 

I? this investigetion should demonetrate that trere is a leek 
of understancing of attitudes, opiniona and sentiments between the 
levela of supervielon and the none-reted personnel, and that there ie a 
lac of commen ground for thought in these areas, then it can be agsumed 
that ccood human relations Le not being preeticed. We can then esoume 
that this le becauee euch relationships either are not understood or 
are not being teught te and by the levels of supervision, or thet there 
two reagons are working in combination. iack of application of methodw 
ming for sueceseful human relations can be @ large ceuse of trouble 
and inefficlency in human endeavor. 

(ave mothed o. inveeticating the problexe can te exnlained as 
followge: Lack of agreement between the groupe will indicate a laek of 
gemnon ground on these besie elementse Inquiry can be made into what 
various groupes songider ae the policy, or rules and guides, of the 
eervise. Diearreenent on such a fundamental quertion will clearly indil- 
cate a deficiency at the very foun ation of human relations. Interviews 
will frequently indleate problese thet are disturbing 4 a group and can 
ke traced tc thelr causes by the pereon meking the survey. This may 


alec indicate commen ground, or lack of common ground, between froupte 


gy ii ay 


Jinee pusan relctieong is baced on attitudes, opiniens and 
Gontimonia of people, and attltudes, opinions and sentiments san gener- 
ally be determined by properly prepared scales and questionnalres, it 
is poezible to obtain a comparison of the attitudes, opinions and renti-~ 
sente of any number of grounea cf pecplee The above methodo will be 
used in thia investigation. 

Interviews using “epeneending” questions mirkt indicate basic 
atoiituces, hut this method would reculre more time end acre highly 
trained interviewere than are available Yor thie study. 


Gme method considered wan the compariven of tro groupe; one 


to receive intensive training in humen relations, then sent to practice 


4.4: the other greup just te Supeeys oe ae beat they can, then after a 

siven time compare the morale, infractions of ruleo and ability ef the 
two groupe, tc eeo Ll good numen reletionea Le practiced by beth grouna. 
This method would reguire too much time and would reauire parnonnel to 
be detailed for the experinant. The reaultie would probably be mo more 


o@lusive than those obtained through the ume of cuestlonnaires. 


iby ike an Investigation 
in the 


Aroa of ituman Relations? 


1% has been shown thet there la evidence Jf the existence of 
a personnel problem within the Navy, and some of tho indications nave 
pointed to tre laek of providing cenditions fer effective human rela- 
tiono as a source of tho trouble. Yor the purpoce of this ebtudy the 
problews involving improper training or lack af technical trainin, of 
personel will not be coneidered, but attention will ba centers) on tie 
inter-relationship of individwele. It is net intended te imply that 
there are no problems in the technical field, but they should be vcore 
sidered in a epecial atudy reatrileted te that particular clase of 
problenn.s 

it {se the purpore of thie stucy to try te deterrine wheter 
or nat the infornuation posseraed by petty cf lceara about hwean relatione 
is sufficient to permit, them to handle thelr men in the ost offective 
manner, and if not, tc seo it Mule is @ ceuse contributlm, to the per- 
sonnel problemz end thence to suggest a selution to the prable. 
previouoiy steted, suen in.ergation can be okteined exporimectelly uy 
be uge of properly prepare’ questionnmairee, wrich are lilled out oy 
mexbers of the two preupreethe petiy officer group and the nonerated 
groupe The opiniona and attitudes diecovered by me@ns of the cucation= 
naire cnn be compared and en invlicetlen cbhtelned s9 to the agrem¥ent or 
dieagreenent of the two proupee 

Retore proceeding with such an inves Lenlion, Lt wiil wo well 


to atk, "liow is Lt po@sible to obtain iftientione of the existence of 


ii 


good cr bad hwnsn relations by use of a questionnalre?" Thies ean be 
explained as follows. 

woth in Navy and civilian lifs, the behavior of an individusl 
ia determined by the kind of person he is and the condition er cituation 
he is ine An analyeis of types of people and of contiltions affecting: 
the individual ie therefore a meenc cf underetaniing behavior. individ- 
uals are senbers of rroupse-relizgious groups, members of a division, 
nesbors of a coffee meas, or the gang that goes ashore together, ot 
cetera. Within each greup, individuals have likes. dislikes, feelinze 
ant loyalties toward each other. They went to experience tne satiafac- 
tion that cowes from being accepted and recocniged as paople who ecurt 
Yor eomething by thetr Priende and these with whom they aseoclate on 
the jobe Their likes, dislikes, feelinge, loyaltles, attitudes and 
copinione ere influenced by several factors: 

Background: Thies ineludes heredity, early environrnent, 
education, home conditions, financial etetue and the person's place in 
the community. Collectivel;, background includes most of the influences 
on te individual which originate off the job. «while some ides of 
the@e in luences can often be obtained from persennel records, a prece 
tical knowledge concerning a man would necessarily depend on yersonal 
relationchinpn vetween the petty officer and the wan. 

Ynysioal Sonditiong: The employee's attitude le influenced 
by any physical handLeap which he may have, such aa pocr eyealeit, de~ 
fective hearing and chronic Lllneas. It should be mentioned tht he La 


even affected by some of theese conditiona which he thinks he hen but 


which are actually non-existent. 


The guality of working conditions, euch as lighting, vontl-~ 
lation, layouts, sanitary facilities end oecupetionel hazards have 
either a cheering or a depressing effect upon the workera. 

Mentel Gonditions: These might involve nervous disorders, 
manic peychorses, et cetere. Cnly the milder forme of nervous disorders 
would ueually be a factor in Naval personnel relations. The zore sericus 

uber would not normally be accepted by the service. 

| feycholosicai Gonditione:s The most cutetanding of these con- 
ditions to worker relations are insecurity, anxiety, worry end fear 
These may be deseribed as health worries, financial worries, family 

leceeies and personality worriese! Often the amjorit, of huaan relations 


 problexs cone from this group of conditions, and they require much atten= 
: 


tion in the training of petty ocfficere so the petty officers may be 





“helped in dealing with them. 


Ae mentioned earlier, a somplete etudy of workers! attitudes 





anc eentiments van made by the teatern Electric Company at their Hew- 


— niante@ The managenent of the western Electric Voupany, Chicapo, 


Tllinoia, delievecd that: 


‘ore adequate personnel work could be dons if people 
whose deily duties consisted larzely of dealing with human 
situations were trained to take account of the many factcre 
which went into the determination of employee disasati efac-= 
tion and particularly to understend thore couplaints which 
werg more symptone of the complainant's situation then eas 
curate atetements of the particular interferenes or dise- 
hiiaty. Thea surervieory training propraw was therefore 
Cireeted toward thie ernde 


The Hawtherne experiment revenled that there were many ecurces 


of complaints and reduced work effectiveness working on their employees. 


*tradniag Superviecre in flusman ielaticns, The Metropolitan Life 
Insurance Company, ppe % and 4. 

| Manegevent and the borker, |. J. Poethlieberger and ©. J. Dickson. 

Pibid.e, pe 328 


| 


12 


Yheee were arranged under groupe as 


wor efPfeetivenees. 


set gecuence for all employeee. 


Cutside the Pactory «=~ le 


within the Factory -- 1. 


€ 
ie 


within the Inadividusle 1. 


Ee 


pr 
4. 


fll resulted in reoponses 


Ld 


tOLiows: 
5oeLal Senditlons. 


thy@ical Vonditions of tiorke 
Sociai Conditionn of Vor. 


Orgenic Changes. 

Grgeniem or Individuel Rquilibriuna. 
ryrecotupetiornge 

Pereenal ULletory 


of (1) Complaints, and (2) Reduced 


Theas factors were found to be interacting with no 


There was, however, one point Ln con 


mon. There wea a tendency on the part of complainants te prejeot all 


their troubles en tne object and ip such terme to overthink their aitun- 


} 
4LONDe 


A hypethesle wae developed regarding individual disturbances 


of personnel eguilibriun which reads as fellows: 


this 
lowst 





Management d the Vor 


Ae the regearch continued, it esoned to the investifa~- 
tora that individual disturbances of persenne] ecuilibrium 
Geuld not be underetced apart from the more general eccial 
setiing at work in whieh the employee participated, for 
many complaints were expreselng the interperecnal relations 
inherent in the encial organization of workers, supervisore, 
and bicher executives within the coapany. fron interviewing 
euyervisbors there was a greet desl of evidence to support 
hypetheeis. Stated briefly, the hypothenis is as fol- 


(1) that the attitudes of employees are reguleted 
and controlled by a certain eystem cf sentimente3 


(2) that thie ayetem of sentiments expresnes the 
eccinl organization of the employees, supervie 
sors, em! hicher executives within the company; 


(3) that every feature and event in the workin. en- 
vironment becomes an object of thin system of 


pentinents and 






ker, F. J. Roethlisberger ani \. J. Bickaon, 


(4) that, therefore, in order te understend an 
employee's satisfactions or dissatiefactions 
with certain fentures or events in hie working 
envirormoant, Lt is necessary to understand 
these features or events in relation to their 
interactions with and effecta upon 


(a) his position in the secial organi- 
vation of the company. 


(b) the seciel organizetion to which he 
has grown accustomed, 4£.@., the system 
of sentiments by means of which his 
position is defined, differentiated, 
ang ordered from other poraitions, and 
(fe) the demands »hich he Le making ef 
hie work, an determined by hie tec 
pernzent and past social conditioning, 
or by the kind of relation he has te 
the wider comeuni tye 
Thue, in industry 14 has been demonetreted that workers are 
Largely governed by thelr sontimente end attitudes, and to understand 
ao worker's satisfectionna or dissatiefactions Lt is necessery to wndere 
etand these factors. These are not factore thet are peculiar to 
industry alone, and it is lagicel to aseume thst they apply to Nevel 
pergomel in like manner and with equal force. Therefore, by chan ing 
references to “faotcry,” “employee and "worker" in the abeve reasoning, 
to such terma ao "Navy," and “personnel,” the ebove hypothesis still 
ecene valid. This hypothesis was used as a basis for investigating the 
husan relations practiced by the petty officer group in the Havy, by 


means cof a questionnaire” 


prepared ec as to aample attitudes and senti- 
mente of the petty officer group and the non-rated personel. The reeults 


oO. the questionnaire wore supplemented by interviewing tne subjecte wii 


1 venarement and the Worker, F. J. iieethlisberger and «. J. Olcksen, 
PDPe 358-306 
2 req Appendix 2 
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silled cut the questionmmires as a groun, and ky thie moane additional 
sentinents and attitudes were obtuined, tegether with sugiestions for 
methods of using theee allitudes and sentiments. 
one of the Pactors in effective human reletions, an listed on 
page © of thie atudy waa the formal orgenization of the particular ine 
etLitution. This factor should be diacuseed to clearly Baw ite import- 
ance in the huwen relations problema and hew husen relations can be 
improved by clarifying the elements of the formal organizations 
Again, it wlll be adviseble to refer to definitions used in 
industry and then transfer Wie usable portions to the Reval Service. 
What is the formal organisation that hea been referred to? The formal 
orpenization hae been nicely adé6efined Ter an induetrial plant in the 
following manner: 
The goeleal orranivaticon of the industrial plant is in 
part formliy orgasised. It ie composed of a nunher of strate 
or levele whieh differentiate the benehworker from the akllied 
mechanic, the grows chiei from the department chief, and es on. 
Theee levels ere well defined and ell the formal ordera, ine 
ebructions, and compensations are ad:ireraued to them. All such 
feetores tarnen together make up the formal orgenicution of the 
plants 1% includes Lhe sysaters, policles, rules, end regule- 
Liens of the plant shlieh express what the relationa ct” ene 
pereen to another are supsosed to be in order tec achieve ef- 
feetively the task of teechnicel preduetion. It prescribes the 
relaticnea Liet are psuppesed to obtein within the huean organ 
immiilon end the technical organizations In short, the patterns 
o wen iaterrelations, ac defined by the syatens, rules, 
policies, end regulebions of the company, constitute the 


formel organisatione l 
in the above explanation of formal crpanization, the sentwnte 
thet conocrné our present discussion moat is thie: "[t includean the 
syotens, policies, rules and regulations of the plant whieh express what 
the relations of one person to another are supecesd te te in order te 


achieve effectively the taak of technical produstions"@ 


leanggewent and the sorker, {. J. Mwethiiseberger eml ©. J. Dickesn, 
fie 55, 
2ibide 


Thie definition can be accepted in full and applied to the situation 
‘in the Navy With only one modification. Vhange that portion which 


reada: "to achieve effectively the task of technical production", so 


that it reada: “to achieve offeetive completion of the mission at hand.” 
‘Thus the fersal organization of the Navy hes been defined. 


The clenents mentioned in the definition of ths formal ore 


ganization are terms thet are generally understood; however, it will 


be well to define policies hefore proceeding with the dlecussion. 
ya 
Policies have been defined as, "The cuidiny, princlpler establiehed by 


the compeny to govern sections, usually under repetitive conditiona.** 


These sexe authors further discues policies 


tt is inmportent that pelicias be carefully and ade- 
quately expreveed ao that these in the organization will 
wideretand under what conditions and to what extent the 
rules are to apply. Further, since the policlea are to 
| cover actions in the future, and sinee san's menory if 
not infallible, 4% sceme most important thet the pollcies 
ehoul: et only be clearly expresaed but that they be in 


writinge 

“he reasons civen for writing the policlee are: that ail wiil 
have the save interpretation of them; that they may be reviewed; that 
they may be checked for compliance and prosper understanding; and that 
‘they wili not became ocbecure through the paeesaze of times? 

Again, the entire deiinition and the explanation can be 
adoptes ,or “avel uee. The isval organization definitely hae policies, 
Fules, and direetives, and for the reasons Listed above Lt isa imvortent 
thet wean menber cf the organization know the policlee that pertein to 


the individual. Therefore, the formal organization muat arrange for 





Fropmiien ‘e@rant Organization and Control, raul ©. Holden, L. ©. Migh, 
i. lowe wna th, ve TGs 

2 hhd. 

thd, DDe 198% 


weans for disseminating thie information to the individuals, and check 
ing to make sure that trey ere understocd and reviewed, 

if this one condition cf human relationm is week er lacking, 
the beet ef inter-personal practices will be morely handicapped becaune 
the two persons whe are trying to work together may be operatiny under 
two different sets of rules unbeknownst to each othere 

fe determine whether or not advantage is taken of this 
condition of human rolations, questions were asked of the petty offleers, 
regarcing the rulee and lawe set by Neval administration, with an ate 
tempt te determine how often they are reviewed and >.cw often they are 
dizcuseed with subordinate pereonnel concerned. 

Tt suet be recognized that the Savy is of necessity an euto- 
cracy and suet be run on autocratic principles if it is to accoupliah 
its mission of taxing part in the preservation of a democracy. ilowever, 
thie does not mean that good inter-personal practicee cannot be advan- 
tagecusly uged in thie type of crganizatlone 

Having, explained and discuemed the theory on which the present 
inveatlention was haved, we can now give attention to the investigation 


iteclf. 


A Prolimineary Jtucy 


The inter~personel reletions of the petty officers and the 
non-rated wen were investigated by means of two eets of auestionneires, 
| one for each croupel The cuestione esked vere in the main identical 
| auestiens worded appropriately for each groupe In preparing these 

questione, the hypothesis stated in the first part of this chapter WvaB 
used as a guide, This hypothesia ataten that a percon's attitudes am 
sentiments largely govern his saticfections and disssticefections with 
hie working sormitionse Yherefore, en ettamnt wea male fo sancle the 
attiiuies and sentiments of the tyvo groups by means of auestiona about 
| sub jocts vhnieh were common to both groups, such as the reletions exist~ 
ing between potty officers ang nonmrated mon, matters of dlecipline, 
mothods of discipline, assignment of work ani taske, et cetera. If the 


ettituies and sentiments were found to be in close agreement, it would 


| 
| 
be ressonahle to asmuaye that those groups could work to-ether harmoni- 

ously. If there were evidences of lack of agreement, then it would be 
" Feanonad le to assume thet this difference in attituies and sentiments 
could he a source of conflict between the scroups.e 

Each questionaire consisted of twenty-seven questions, some 

~—OoP which were factual and the rest were opinion questicne. It is be- 
‘lieved that the factual cuestions were sovronrinte, inaemuch as it wee 
found that sometimes one grow would say they acted or responded in a 
certain menner, while the other group stated thet the first group acted 


or resporied in a different manner. Thus a difference in opinion was 


demonstrated even about acnditions that should have been fact. 


lsee Apverftix he 


2See page 13 above. 


it was decided to wake a pilot study as a preliminary to the 
final work in order that as meny errere as possible misht be eliminated. 
TNere;'ore, arrangements were made at the Haval Alr Station, Glenview, 
{llinolea, in May, 1948, to submit the questions to twanty-flive netty 
officers and twenty-two non-rated personnel attached to that station. 
[& wae retcognirvred that conditione at Revel Air Stetion, Glenview, were 
not ideal for a study ef Naval pereonnel, due to tho fact that the per 
eormel on duty at the Glenview satetion were largely members of the 
United States Gavel Seserve, and as auch their attituder mi: ht not be 
representative of Javel personnel in the active Navy. Mowever, it weo 
bolleved that this station would provide e test of the provedures and 
the questions. The petty officers who were u@ed in the pilot study 
were station keepere en fulletime duty at the Clenview etation, all 
of whom had experienced service in tne Naval establishment and had 
earned thelr rates while on active duty. The non-rated personnel who 
filled out the queetionnalres were meubera cf the ‘aval Reserve on 
full-time duty at the Glenview Navel Air Station. 

The petty officer croup conaisted cf men who held ratings 


from third claes petty officer to and including flret class petty offi- 


CN —— 


cere Tho stution was raqueeted to provide for the experiment nonerated 
men who had completed at least six months of service. Thies request wae 
made in order to obtein a group that would not answer the questions fron 
@ etrietly civilien peint of view but would have had gone acquaintance 
with Havel life. These men ranged from apprentice eeamen te season and 
firemon first eclace. It was agreed thet the nawes, rates, and duty 
nesignments cf the individuals participating in the experiment would 


not be taken, in an effort to obtain full cooperation of the mane 


The rated men and the non-rated men were cept in separete 
groups end in separate roume while the cueetionneaires were being filled 
out end during the interviews. The purpose cf the study was explained 
to each grour, and the men were invited te ask auestionas before anewer- 
ing the questionnalres, eo that they would understend clearly what war 
desired. They were aleo informed thet they were free to teli over the 

queations vith their nelghborea ocr asi queetions et any time, but were 
requected to give their own opinions regerdilose of having ciscuesed the 
 gueetions with their neighbors. 

It was found that the rated men seemed to have very Little 
trouble with the questione and did very little talking until after the 
questionnaires had been filled oute The non-rate?d men did much more 
talking about the questions. Lt is believed this wae due to the feet 
that some of then had trouble umderetanding what the questions moante 

{It should be noted that on none of the quertions asked wae 
there total disagreement between the groups. Tnie is ae it should be, 
and in fact the desirable condition is to have the agreement on all 

“pepresentative questions ae close as posrible. [4 vould be alacet im- 
possible for people to work together in the event they did not egree 
on any of their opiniones, sentiments and attitudes. 

It might ween thet we ere working for abeclute agreenent, on 
all questicna. This ie perhaps the ideal for smcoth speration when 


| Pane are involved: howover, if we are golng to bo practical abcut 


this study it should not be expected that thin can be attained on any 


Guestions except very broad topics euch as whether or not you think peo- 


| ple need sleep for a continuation of their existence. On that, we 


would probably get complete ogreesent. 


1 ee Appendix Ae 
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The comparigon of the answers given by the two groups in the 
preliminary study showed that there was a lack of agreement on (1) con 
sideration shown by netty officers in asnigning jobs, (2) explanation of 
new jobs thet are being assigned to non-rated wen, (3) interest in the 
welfare of the non-rated men, (4) informing a nonm-rated man whet he is 
being reprimanded for before he is bewled out, (5) showing men ways to 
_ errors, (6) the preference of petty officers to criticize their 
mon, (7) general oritiotem used by petty officers rather than specific 
criticion of nor-reated men, and (8) methods of criticlom. In somparing 
= agreement or disagreement of groups, it wae felt thet if there were 
more than ten per cent disagreement on a question there would be room 
for imorovenent « 

Another consideration thet is worth noting ia the spread of 
‘anevers within one particular group. It would seem thet disagreement 
within the petty officer group on guestions of policy and methods of 
handling mon can be a sourse of misunderstanding and a means of pro~ 
viding confusion to the non-rated men, It will be noted that in ans- 
wering some of the questions the petty officer groun itself was badly 
divided, in some casos as many ae half of the groun being on each 
extrene. 
! Of the questions asked on the preliminary study, the two groupe 
‘differed by more than ten per cent on almost two-thirds of the questions. 
‘Aino, on almost one-third of the questions a lerge majority of the 
‘petty officer groun disagreed as to the answers. These facts indicate 


thet the sentiments and attitudes of the individual groups, as well ae 


those of the petty officer groun, are not in as close agreencnt os is 





‘eee to promote harmonious working conditions. 


Another questionnaire war submitter to these two groupe. Wie 
ect agked open-ending quoetions, such ae, “Whet are the thhage thet Gon- 
rate?t man do in reiation to their wore thet you lizetT" an®t “What ere 
the things thet nonerated wen do in relation to their work that you de 
not like’ {ft wae planned to compare the remponses chtained frun such 
querLions to see the similarity or dissisllarity of the sentisents an 
ettitudees of the tro groupe. Almoet all cf the-s cuceticonnaires wore 
returned blank. when the members of the rroun vere acked about por- 
Biblo angvern, their hostLiity to euch questions ande 1t apparent thet 
ma useful surpore could he sorved by submittiny thin snort of gueetion 
enceot in the interview sitasiion and in the eonference direcuesien 


meotinen. Therefora, that type of question was diecaried. 


hitter the auentlonnaires hed been filied cut, each group 
was asked to remain and discuss the cueationa ao an eid in improving 
Snen ov aliminatine improper queatiens antl adting important onert thet 

had beer omitted. Tho non-rated croup did not enter toe dlscussion 
wholeheartedly but did cenflra many of the questions asked on the 
blanke. A Tex of the men indicated that the petty officers seamed coo- 
fused an! not sure of whet wan expected of thea. hw wen attributed 
this consusiom to gomething thet hat one wrong betwoen ie officert 
and the petty officers. 

| me petty cffleer rroun jsined in a diecustion enthusiastic- 

| ally and many ideae were presented by thin Croup. The di@cueeion wes 
“opened by the writer aekine for an opinion on the questione-—ere they 


clear and did they hit any of the problews with wrich tie petty officer 


is feced. The group umanisournly condemned the open<entiing questions, 


| 
| 
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steting that the questions just left them “eeld." Therefore, thet forw 
ot question was dropped Crom the discuneion and an efort war made to 
pet an idea ay the type of quantion that the petty officers believed 
Would provide a tent of the attitudes and sentimente. “ost cf the 
group preferred the direct queationa aubmitted and eugrested thet sven 
more in ormation could be obtalned Lf an oral diecuselon vere vorkitted. 
They believed that the questions generally indicated some o! thelr probe 
lems, bute=-"the main trouble scene to be that wo are just errand-boys 
far the offieerng they de not back we up, so we doen't mow where we 
stand.” “The non=rated Sen can tell ne te go te the devil 4! they don't 
Lime a jcoh we give them toe do, and lf we try to do anything, about it, 


then thay quilt ant we find up dcinm:, the job ourselves and catch hell." 


~Thie Lype of conversation indicated that t.ere wae @ Lack o! understend- 


—_— aa 


ing, between the petty cffleers and “ie cffieers, a condition ehich 
painte to one co. the Pactarse of huwan relatiens, the formal organieation. 
The petty officers were aeked If they had amy solutions to 
otfer (or the sisunderstundiage with the efficergeshad they telked such 
provieme over to eee what wee the cavee and ta find a possibie solution. 
The anewer was that there had been no ouch conference. A Tew “zrive 
gorgione” hak been helt between tro or three of the petty officers, but 
they “wouldm't dare do more tan that.” They were then ached if they 
thournt « conference of the petty offleersa in which they might diacues 
toelr proLiems, the rules under whieh they were working, and such comaon 
itome micht be helpful. Thie quaesticn met heeltating approval with some 
@cepticiam, and they asked whet sort of thing could be dlecuseed. «as an 
exaaplo tiey were given the orcobles J cleanlilnese ae practice’ by tbe 


persomcel. Trey were tol? that, that was a problem conterning ell of Ue 


a4 


oe 


petty cfficera an? they mirht be able to help each other by offering 
solutions thet hed been found to the varicus problems. one of the stora- 
keepern tock Lesue imacdiately with Ghat problem, eteting that it wee no 
concern of his, fer ar lone as hie wen kept thelr etcorereams cleai ant 
diag their work 1¢ was none of hie businene how they kept their lockers 
and elethea. Intereetinely emough, one ot the beatewein's mates took 

un She conversation and a lively discussion followec, which was joined 

by several of the ather petty officers present. After asout ten mine 
utes diacussion, the storeekeeper of hile own aecord suggested that Ne 


had never before thourht of the problesn as 1t bad been pointed cut, to 


ae eS ee 


him by his fellow petty offleers in thie discussion and that he guessed 
he wes concerned with the cleeniinees probletis 
| The diecusgion was stopned immediately an? the attention of 
nil hende wae called te the poesibllity of selvin’s ether probleae in 
“thie mennere They all seomed quite Impressed with the ides, wondering 
why it hed never ceeurred to them before. One of the pett; officers 
then agked what cood 14 woul’ dc thom agide from just euch problems, 
Yor their of veers “id net rely on them, anc how far would thay get 
fureesting, rulea and roguilationee Again, they were referring toa the 
Tormel organigetion of their relationships. Nwany times in the interview 8 


they indicated insecurliy, a leck of recognition, am! a feeling of aot 


| belonging to the outfit. The writer thought this wee probably ea local 





condition caused by the lack of rigid military dleclpline, a condition 


which is poeeible in an orgenisation where the mmabere are free to guilt 





at any tiwe they deeirs, an? tho job ia not one on which the man depends 


for his living. 





Tt should be noted that this atudy at the Naval Air Staticn, 
Glonview, was made before the Selective Service Aot of 1948 was passed 
by Congress. This law should reduce the discipline problem on Naval 
Reserve stations. 

Attention is called to the fact that this report on both the 
preliminary study and the final study will discuse only the adveree 
opinions, attitudes and sentiments that were discovered in the investi- 
getion. The results of the questionnaires indicated that there are 
many agreements on attitudes and oninions; however, these are not the 


ones that cause the problem and therefore need not be discusned. 


The “Sxperimental Procedures 


The information obtained by the preliminary study confirm 
e¢ the fact thet there was definitely, at least at the Naval Air Station, 
Glenview, a lack of agreement in the sentiments and attitudes of the 
potty officer and the nonreted groups. The resulte of the preliminary 
“atuay aleo indicated that part of the explamtion for the laok of 
agreenent between the groune might be found in the formal organization. 


1 


A feu changes wore made in the questionnaire’ and as many as possible 


of the mistakes mede in the preliminary study were eliminated. Plans 
| 

were then made to conduct the final study at the Naval Training Stetion, 
Great Lakes, Illinois, during June, 1948. 


Arrangements were made for the study to be conducted through 


the Educational Services Office at the Nawal Training Stetion, Great 


Lakes, Illinois. An attemt vas made to assemble about one hunired 

_ petty officers and havo all the cquostionnaires filled out at one time. 

If? the study were to be a success, @ grext deal of cooperation would be 
necessary on the part of those participating; therefore, Lit was decided 


to use only those who volunteored to answer auestions and be interviowed. 


Because of their experience and because they would have what may be 


ealied Naval opinions and attitudes, the moet desirable persons to par- 
ticipate would be those who were actually in cherge of non-rated men and 
who had hed sea duty. Ove to the fact thet the petty officers were not 


detailed for thie tesk, it was possible to get only about sixteen to- 


gether for the first atternt to have the questionnaire filled out. This 


| group proved most cooperative, and the dincussion that followed the 


— Asee Appendix B. 
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questionnaire proved wuch more valueble than it would have boon had 
the group been a larger one. The reat of the queationnaLres were 
given to petty officers for completion at thelr convenience, «¢ aitua- 
tion which hindered interviewing these particl panto. 

An attempt wac mace to heave the questione fcr non-rated per~ 
sonnel SiLled out by men cther than recruites This proved quite a 
| probles cuo te the searcity cof euch non-rated personne] on duty at 
thet stetion. I[% wae decided that men ehould have Heen in the Sevy a 
minimum of six monthe or their attitudea and eentimentn would be of 
practically no value for this study. Thie situstion made it almest is- 
peagible to pet a group of nonerated men together at cnw time. Ther 
fore, nenerated men whe had sultehlie length of service and who would be 
Willing to assiet in thie etudy were selected, ani the qmaeetionneires 
were fsiven to these men individually. This provided so few men end vo 
little opportunity to intervier whem that arraneseni.s were meade to 
interview and question the non-rated men who were reporting to the 
Service School VUommand at the Creat Lexes Naval Training Stetlon for 
instruction. Theee people were expressing opinions, attitudes and 
pentinents thet they broucht from their former duty steticns, which in 
all cares wae sen duty. Interestingly enough, a Sew of thelr attitudes 
end sentim nte eeemed to be different from those expressed by the none 
rated won who had been attached to the Training Station for some time. 
This deaenstrates the fact that a person's attitudes and aentinente 
are affected by the work situation. 

Intermatien about the petty officers and non-rated sen who 


participated in the study ie given below in Tables [ through VII. 
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ft ie believed that the menbers of each group cooperated to 
the rulleet exte:t in answering the questions. This was particularly 
apparent in thosewho were interviewed. They seemed interested in the 
subject of the study and were enxicus te sive informetion. 


1 wae similar to the one used fer the 


The final aueationnaire 
piiot studye Almost all the questions used on the first form were 
used on the final eet, and to theese were added queations whieh had been 
gugrested ar a result of the pllot study, and others that it was thow?t 
would be informative. Ag in the pilot study, each group was eased 
identical questione which were appropriately worded jor each group; 
however, the number of questions wae increased to sixty-tnree. In addi-~- 
tion, the vetty officers were asked five additional questions regarding 
thelr relutions to the management ef the unlit to whieh they were attached. 
Trace five questions wers regulte of the interviews conducted in the 

Liot study which indicated a weakness in the formal organization. i% 
was a miet«uke to increase the number of questicna from twenty-seven two 
sixty-three beenuse boredom end loss of interest developed, 

If the study were to be made again, the number of questions 
would be reduced to thirty or thirty-five, eni it ie believed thet even 
better resulte would be obtained. The majority of questione asked 
were of the opinion types however, a few factual questions were inclute.. 
{t was believed that theee wore appropriate for the tame reasons thot 
have been mentioned for using factual gueectione in the pilot atudy. 

The questions were written ao that they pertained to the 
areas of preise and constructive criticiem or blame ar a tool in the 
hands of a supervieor, sociul manners of a supervivor, the eupervisor 
as e toacher, probleus of a supervisor in maintuining more, the open 


door policy in eupervision, and the eupervieor'e respons. bilitias. 


Loes Appendix § for camplete sete c? quaadtLonse 


The answera to the quostionn on the questionnaires wore 
ee in such ea wanner thet the total number of persone giving each 
possible answer were indicated. The percentage of the total annawers 
po to each question by each group was thon computed so that the 
relative povularity of each possible answer could be eanily ohown. 

‘the results of this computation for each question ere shown in 
Appendix B. The poroentages for each anexer Por both the petty 
officer group and the non-rated men group aro shown on the same page 
RB A meann of easy comparison of the total attitudes of the two groups. 
| 4a hea been mentioned, both the petty officer group and the 


“non-rated wen wore interviewed whenever such arrangements were possible. 


Por the petty officer groun the interviews were handled as follows: 


Phe Pirst group of sixteen were interviewed ea a bady after the question 


naires hed been filled out. ‘The group were asked sbout their opinion 


of the study, and from there on the conversstion wae left to the membera 





of the group, the interviewer only guiding the sconversetion back to the 


; 


| Geeired areas of discussion whenever extraneous matters were brought up. 


This was the only group of vetty officers interviewed. ‘Jeverel vetty 
officers were individually interviewed after they hed completed filling 
| out the questionnaire. The interview was handled in the sane manner 
7? individuals as it was for the group. 
| The non-rated men were interviewed in groups cf two or three 


and individuelly. The same procedure was used in these interviews as 


| ag used for the petty officers. Hovever, in several cases the wen 
wore asked to discuss questions ac they filled out the questionnaires. 


In this manner they would explain their idess, and in some canoes it 





was noted thet when tallcing about a subject they would actually explain 
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Do 


8 problem differently than they would eanewer the seme question on the 
quostionnalre.s. It waco found that the groups of two or three, when Lae 
terviewe!, dic not encoureaze individual thinking, for whenever one 
meswber offered! s suggeation the other member immediately would back the 
tirst man up, whieh eugeested that the men desired uniformity of cninien 


at eny cost when the group vas enell. 


Fresentation of the hesults 


APter the questionnaires hed been rilled out and the inter- 
views completed, the results were carefully anelyred fur any conclusions 
that ceuld be drawn. The reeults of these two procedures will be dis- 
cuseed individually. first, we will consider the tenlenciee or trendea 
wint seemed ti be indicated by the questionnaires within one group, or 
between the tro groups. 

1. Considering the snewere cf the petty officer group only, it 
wae noted thet on thirtyejaix questions, or abeut Tifty-three per cent 
of the total nweber of quevlicns, there was no decided opinion exprevosed 
for the group. for example, sixty per cent might say "Yeo,* end forty 
per cont “Jo." If it was multiple-ehclce, anewere Siyht be divided in 


ecsual musbere for each possible cheica, This failure to indicate oe 


commen angwer to the questicn would indicate ane or 2 coulination of 
aeversl causes. Such a wide spread in the eelecticn of amewers might 
be caneed by the Lack of policy, esteabliahed wethod, or deetrins having 
baa laid down and teught to tho petty officers. VUuweh a lath weulc 
‘pernit tho petty officers to respond in an unyuided mammer or ac learnec 
in a previous situation. aAmether poseible eeuce of the wide opread in 
the selection of answers could be that various comands are teaching 
different methods which have developed a wide apread in the attitudes 
and sentiments of the petty officerse Another reason say be that com 
mands have not realized the importeace or ,ulJing the attitudes and 
egatimente of Sheir petty officers sc that the most ueelul attitudes 
and sentiments are developed; therefore, the comeon humen relations 


policies of the Tavy have not been tem ht to the petty officers. 


It sewn unlikely, after considering the questions on the 
questionnaire, thet sexe cf the anawers given would have been teught 
by any comaand; therefore, it would seen reasonable to conclude that 
the petty efficors are largely left te thelr own resources to develop 
their attitudes and sentimente regarding human relations problens. As 
afi exauple, one of the questions on the queetionnalre wes: "To what 
extent ia it a scoot’ thing for a petty officer to be in doubt regarding 
the charactor, ¢eope and limite of his responsibility and authority?" 
Tranty-four per cent of the petty officers said it war always a good 
thing for him to be in doubt. Ten per cent seid usually; three per eet 
seid about half the times twenty ver cent aalid rarely, and forty-three 
per cent said never. [t le unlikely thet any comennd would teach 
petty officers that it is desirable “or tiem to bo in doubt about their 
reaponsibiiitioce and authority. Therefore, we must conciude that Linof- 
fective instruction, or nene at all, ie given when petty officers indi-~ 
Cate that it is desirable for them to be in doubt as to their respon- 
albilitiee and euthority. 

Tria eame tyre of opread was noted in the anewers given to 
eome of the aqueetionsa by the nonerated group. Such a epread in this 
group may be expected due to their leek of training in hwean relationa 
and lacy of experience under the policies of the Javy. 

2. A Gomparisen of the anawers given fer each question by the 
two rroups indicated a differense of opinions and attitudes between 
the croupe?. it was felt that if the two groups differed in their 
opinion by ten percent or more there was a practical significant dif- 
ference, even thouch it mirht not be atetiaticully eipnificant. The 


interest should obviously be in the auestions which showed differences 


such larcor than ten per cent, but sor the purpose of a startling point in 


| the coapariaon the ten per cent wae arbitrarily chosen, and it seeas to 


be e reasonable figures A comparison of the anewers given by the two 


groupe showed that there was e significant difference in the Opinione 


and attitudes of the two groups on about fifty-seven per cent of the 


oneaticnte 


The questi-ns on whieh the two groups signifieently dine 


agreed were about euch eubjects ag the following: 


l. 


ee 


ie 


Be 


Fe 


LO. 


Li. 


l2. 


The amount of praises and criticisn given non-rated 
men by petty of flcorme 


vhather or not the eriticians given by petty officers 
ic of a general or speci:ic nature. f 


Whether or not praise by petty offieere will cause 
non=rated men to expect special consideration and 
La¥VOPB.s 


whether or not reprimands can be given in euch e 
way ae to increase interest in the job at hand. 


whether or not it. in necessary for e man te adalt a 
mlatake berere he can be expected to imprevae 


hether or not. a petty officer ghould “make an example" 
of 9 non-rated man. 


The heet time of dey for adwinistering a serious 
criticlame 


Nhether or not petty officers should tease end joke 
with their noneratad men during working hourge 


‘fhether or net petty officers should borrow mone; 
from non-rated men. 


Whether mistokes in judement or intentional mietekes 
by non-rated men irritate petty officers mobte 


“hether or not petty officers give credlt for sug- 
Zestions te the one who made the sumggesticne. 


Reavona for giving credit for suggestions that are 
acceoted. 


shether cr net netty officers mhould be in doubt 
about their authority end rerpoansibilili oe. 


14. whether or not it is deairable to let non-rated 
men lear by thelr amietekese 


1S. bhhether petty officers who are consietently strict, 
consistently lenient, or a combination of both, 
get the best reaulta fron their men. 

16, Watters of disloyalty to petty offieers. 


17. Bhould the petty officer be e peacemakor? 


1S. Taking up matters of disagreement with the 
division officer. 


Oe Procedure to follow in the event a aon-rated man 
goes over the head of hie petty officer. 


20. Consideration shown by petty offleers when assign- 
ing difficult jobs. 


21. The extent to which new jobs are explained, 


2. The amount of intereet snown by the petty officer 
in the welfare of his men. 


eee Whether or not the petty officer should be interested 
in what his men do when they are on liberty. 


Gi. Whether or not petty officers give praise the way 
the non-rated men llke to have it civene 


2S. xpreeesing opinions about plans. 

itt eveme reegonable thet pereone who are worning together 
and have such differences in attitudes end opiniones are provided plenty 
of opportunity for friction unlees the petty officers are treined to 
recognize the attitudes of those who werk for and with them and «now 
how to use those attitudes constructively. Frejuently the attitudes 
Gan be mo! ded or modified; however, Lt is probably easicr to learn te 
work with attitudes or to place then in positione where they are not 
in violent conflict with others, in the event the disagreement between 
groups ia not extreme, tor inetance, a fifteen per cent disagreenent, 


££ must be considered that tnrocre ia a chance that men from this fifteen 


| 
: 
per cent group may be trying tc work with men from the larger ¢rcup 
' 


whe look at the guestion in another manney. ‘“tven with thie small 


amount of disarcreesent it. should be worth while, when coneidering ‘the 


— 


completion of the task at hani, to have it completed the easiest and 
troet pleasant way possible for the good of all concerned. Therefore, 
training which will bring even emall nwabere of men into batter work- 
ing, conditions will be profitable. 

3. The enalysies of the answers to the questions gave some 
indieation that the attitudes, aentimen's and opiniones cf the petty 
ofricar group and non-reted group tended to be the saste in some caece. 
Thia is te be expected, and as hae been previously mentioned the de- 
Girsble oituction Le to appreeth agreement in attitudes and sentiments 
of people who muet work together, which means the development of the 
ability to appreciate ané underetand the other fellow's attitudes. 
However, in thie atudy it was noted that many of the nonerated gen who 
participated were doing wors that wea similar to work done by potty 
officers. iIn fact, in some canes the non~rated men would relieve the 
petty officers at the change of the wetch. Such a eltus tion would 
probably influence the attitudes and opinions of the non-rated man eo 
| 
i his attitudes and epinions would correspond acre closely to those 
< petty officers then to thoee of non-rated men who were not performing 
petty officers! duties. Thies situstion became especially apperent when 
 Lameet towing the non-rated wen who had just reported to the station 
from other comnands anc whe hed net performed petty officer duties. 
ne mace by them frecuentiy differed from anewora given by the 


old-tine station non=-rated man. Thie sailturtion wlll be diecuseed more 


fully later in the atudy when the interviews are considered. “his 


Similarity of dutlee may have been enough to influence the overall opine 
Longs end attitudes expressed by the non-rated men so that a siailar 
experiment conducted on a ship or station not experiencing thie situation 
would reault in a more viclent dlesgrescment of attitudes and sentimente 
of the two groups. 

4» The questionnaire prepared for the petty officerr use 
contained several questions which pertained tc the petty officer as a 
member of the management of the Navy. The anewern to these questions 
indiented = leck of feeling of belonging to management on tne part of 
the petty officere. Questiens Jasbere 23, 32%, 34, 64, 465, 66 and 67 
were of thie type and will be discueeed in that order. The firet ques 
tion referred to the petty offleer being in doubt about the charecter, 
scope anc limite of his reeponelbility end authority and hae bean dias- 
cusesd in a previcus paregraph. It mast be remembered thet twenty-four 
per cent of the petty officers indicated on thie question thet they 
ehould always he in doubt regerding responsibility aad authority. If 
these men are a part of management, and we have seen that they are, 
then it will be shown that they must all know thelr reaponelbilities 


L Another management question wee: In the absence of 


and authority. 
hic immediate superior, what should a petty officer do about making 
decielons of the type which his superior is accustomed to make? 
Thirty-four per cent indicated that euch mattere should be referred to 
a till higher authority; fifty per cent indicated thet he ehould make 
the decieion himself; and sixteen per cent indicate thet he should 
try to avoid a decision until his Immediate superior roturns, even 


though the work will probably euffer a little. It is cbvious thet an 


anever to such ea question will depend upon the conditions existing in 


toes page [97 below. 
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the particular situation. However, if the petty officer identifies 


himeeif with management, nornaslly he will anewer such a cuestion as 


dic fifty per cent of the petty cfficers in this study-ethet he should 


maze the decision himeclf®. It must be reweabered that this left fifty 


per cent of thogae asked who felt otherwise, and tnese people probably 


Go not identify themeelves with management. The following question 
was answered in the moet favorable manner in aleet all ceses. If 


there is friction between two nom-reted men in the division which 


micht lower the morcie or the stenderde of work, should the petty 


—— — A <—ttes 


officer try to iron out thelr difliculties? Ninety-four per cent of 
the petty officers indicated that they should alwaye or usually iron 
out the difriculties. 


The petty officers were asked: To what extent de you belleve 


_ the potty officers are a part of the wanagement group of the tavy? It 


$e intereeting that eighty-five per cent of them belleved they are all 
definitely a part of management; three per cent believed that only chief 
petty officers are a part of management; rive per cent belleved that 
only a few of the petty officers are a part of manegement; and eeven fer 
cent believed that nono ef the petty officers are part cf manageNent. 
They were aexed next: To what extent do you think an efiort is mace by 
the officers to sake the petty offieers feel they arc ea part of the 
management cf the lavy? Thirty-one per cent believed an honeat effort 


is made to make them feol they are a part of mansgement; twenty-two 


per cent indiceted that eome effirt is made; thirty-seven ver cent ine 


Gigated that very little effort ie mede; and ten per cent indicated 


thet no effort is made to meke the petty officere feel they are a pert 


Of manageneante 


| 


Al 


Hore wo have gaimort all of the petty officers believing they 
ars a part of managewent. Nowever, the percentages given above seex to 
liilecete that about half of these pecnle believe that they are not ace@- 
cepted as 4 part of amnegenent by the management iteel Lf. Thien belief 
Wace confirmec in the interviews conducted both in the pilot stady and 
in the final ebudy. uch a sltuation cannot be conducive to good 
aanagenent practices on tne part of the petty coificeroe 

The petty offieersa vere aloo asked: Te whet extent is the 
neseaeity for rules and orders explained to you at the time they are 
iesue! to you for trmiamittel to your non-rated men and for compliance? 
Aleo, t what extent are the rulea and ordere theme lvee explained te 
you at the tine they are iseued to you for transmittal to your non- 
rated men and for compilence? On beth questionn leee than fifty per 
Gent of the petiy officers believed that an explanation was always given 
to them; about vorty por cent believed thet explanations were given 
sumetimess; about Piiveen per cent believed thet explanaticne wers geldos 
sivenj and sbout eix per cent believed thet they wore never given. If 
people are a part of management, they wuet know the rules and should 
know the ressons for tiem if they are expected to support thoee rules 
end ees that cthers live up to tneme 

it Le recognized thet not all crdere will be expleined at the 
time they are given, and in Wavel crganization it would not be desirable 
to do mo. vrdere of mujor importance definitely enould be explained 
either at, te time they are given or as soon afterwards ag in convenient, 
in order thet the petty officers may theroughly underetand them and 
have o feeling of participation in their eatablishwent. Hinor orders 


peoperly given obviously need net be explained, as making such an 


explanation would leave no opportunity for initletive on the part of 
the petty officer and woule deprive him of the feeling of belonging to 
management. Hereafter, tains meaning of explenation of rules and orders 
Will be ueed in thin atudy. 

The anwwers tc all of these questionr that have been discussed, 
except one, have incicated a weakness in the formal orgenization aa we 
have defined ite? As has been previously etaeted, we cannot expect the 
beat practices of hueen reletlona to be used when the pecple who should 
une them are in doubt about tnelr stetus amd whet the rules mean and 
why Ghey are necesmary s 

{t was beliovad that if the petty officers considered them 
selvos a part of the menagenent of the sevy, they chould then know where 
to find the rules and regulationn that pertained to them an! to the 
people they were supervising. Therefore, they were aaked to list the 
Naval publications, books, orders, lettors, et cetora, that they con= 
sidered contein the rules and regulations that govern the petty officer 
on his jobs They were algo aeked to indicate when they last read 
euch book, order or letter, and when they hed laet discussed it 
with those who work fer them and ere concerned with trose rules. 

Tnene questions were ealled to the attention of the petty officers 


at th time the auestilonnaires wore handed out. Cespite thie pre- 
Ccnution, only forty-eight per cent of the petty officers whe parti= 
Gipated in the study listed any publications. At the time the 


queetionnaires were returned by the petty officere many were aeked 


ses page 1D, above. 
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why they had not anaweread thet part. Gome said they did not know 
any puch publications, while others geaid they had failed to notice 
that page of the questionnaire. It is heped that the letter case 
wae more typical. There ia probably not e man in the avy who hes 
not at least heerd of Savy Regulations, Flan of the Day, and local 
ftation Orders, but it is interesting to note how feu petty officera=- 
who are o part of management—-thought of euch publications when 
agicad where to find rules that gevern them. Thie would seen to 
indicate that these men are not too fomiliar with the bases for 

the rulee thet pertain to theme It is not implied that they should 
learn everything in basie publicaticna, but they should know about 
those parte that concern them and where rules can be found if thay 
should want te find then. 


A complete listing of the books, letters, pemphlets and 


ublications given by the petty officere grouped according te the 


= 


rate of the petty officer is shown in Appendix B. It is recogniced 
thet each departsent will have some rules pecuilar to that departaent; 
however, where should be a nueber of basic rules common to all neople 
in the “avy. %o such common group of beeic ruloa wae ehown in the 
listing of publiceticna. The total list of publications montioned 
by the petty officere, together wlth the number of tines each pub- 


lication was mentioned, 18 shown in Table VIil. 
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| Dublication Liated ‘umber of <ernons Listing It 
4 A to N i 
| All Hands Megegine 12 

Alneave 


Apprentice Seaman'a Manual 
Artificer's Book 
Articles for the Government of the Yavy 
a Blue Jacket'e Manual 
Bulletin Board Notices 
BuFers Manuel 
Bureau of Personnel Glroular Letters 
Bureau of S. & Ae Xanual 
0 Comaissery “tulletins 
ommunication Inatruction 
GLroular Letters 
Sorrespondence Aanuel 
Gourse locke 
Courts and Boards 
Gourt Mertlal Orders 
Pilling Manual 
Peneral Crdera 
Instructions for Recruiting Servies 
JACAs (varicus ) 
Enieht's Modern Seamenship 
Manval of wwalifiestions for Advancement in Rate 
Menualg 
Nedieel ‘enuale and Sooke 
memoranda of Superior Officers 
By Vavac ts 
Javy Reguietions 
Navy Digest 
Savy Department Bulletine 
levy Travel Instructions 
Navel Training Bulletin 
Ninth “aval District Newsletter 
Gur Navy (magazine ) 
Peet» Book 
Plan of the Dey 
Pab. Inforver 
nequireeents for Petty Orficers 
Beete Editor's Manual 
Semi-Annual Bulletins 
Standard Stock Catalogue 
Stevedoring and Rigging 
T Times 
Training Courses and Sulletine 
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In listing these publications, the titles given by the petty 
officers are used in the listing and only those publications thet are 


cbhvieusly the seme are grouped togethers. [+t will be noted that no pub- 


licatilone were selected by all ef the netiy officers, and trere was not 
evon n group of publications that the majority tended to coneider basic. 
It ie interesting that All Hends magazine and tur ‘avy megeszine are 


thought cof ae basic publicatione aluoeat more than Savy Regulations ite 


SEL ss 
This seams to be conclusive evidence thet the formal orgeni~ 

sation has falled to previde knowledee of the policies, rules and 
proceedures by which we expect the petty officers to covern theuselvee 
ang guide those who are working for them. It cannot be a etabliiging 
or unifying shtuation. How do we know that theese petty officers are 
trying to work by the seme rules? 

The atteupt to determine when theee pubiicetione were iest 
sailed and when lant discusead with non-rated sen muet be considered 
a couplete fallure etatisticelly. Few of those who listed publications 


at all mede any mention of the reading or diecusgion. The few rewarica 


LAAN I Aly, —<—§ LALA «A ell 


that were mado ranged from “often” te "never." No useable information 


wae obtained from this part of the question, except that apparently the 
publications are oeldon reviewed and practically never dcliecussed with 
subcrdinetese 

The queationnaire has indicated evidence of failure to dis~ 


— GuBE rules with and explain them te the petty officero. In addition to 


a 


thie evidence provided by the questionnaire, two experiences can be 
cited tc further suprort the belie? thet formal organization is not as 


ef tive as it should be as a foundation for effective human relation. 


when this study wac being planned, a group cf comaissloned officer wae 
eeked during a conversation if they believed rulea should be diecuased 
with and explained to their petty officers. The general opinion of 

the group was thet if the men are petty cfilcera they are capahle of 
reading, sa why is that necessary. If they can't read, they should not 


be petty cificern. It ia not to be implied that this in the universal 


fttituce in the Navy, but it must be recognized that at least one group 


~=Peit that way. Sueh an attitude certsinly does not help make a man feel 


he is a part of management. 

This sase lack of indoctrination of petty cfficers when rules 
are established is alec indicated by an undesirable practice which the 
writer used some years ago when serving in a light ¢ruiser. The Jom- 
manding offieer established his rules and regulaticne through published 
Captain's Orders. At least helf of theee orders pertained to the en- 
listed personnel and should have been thoroughly uaderatood and supported 
by then. Tach officer received s personal copy of all orders, and copies 
were aleo poeted on the bulletin beard. The writer's flle wan kept very 
nent and absolutely complete and carefully riled in a@ drawer in his reoa. 
The petty offiesre were expected to get the word from the bulletin board 
and ectively support the rules end regulations se published. Actueliy, 
they should read bulletin boards, but like most human belinge they did 
not read them too carefully. Therefore, many incidents cecurred where 
non-reted and rated men violated the rules and found themssives in 
trouble. The only thing for the division officer to do wae to aek, 
“Didn't you read the sulletin beard?" when we consider the facts, thie 
is certelnly sa pour excuse--pcor human relaticnse low much better Lt 


weuld have been had the file been used to teach the petty officers what 


AT 


was expected cf them. This situation was true of not only the writer'e 
diviailon. About the same conditions existed in each division on the 
ship, and about the eame number of men from each divieion were on resort. 
The results obtained from the anawers to the questions used in 
this study did not prove ae exagrerated as had been expected. it was 
expected thet the difference in opinions would be even more pronounced 
than this study revealed. Probably better resulte would be obteined 
from questions prepared by experte. Another item thet probably weckened 


the results was the fect that time did not permit re-doing the experiment 


when mistakes were diseesvered. Perhaps the eanpling of attitudes on a 


ship, or station other than a training center, would indicate wider 


Yariation of attitudes. 





The interviewa 


After the first group of petty officere had completed the 
queetionnaire, they all participated in a discussion o: the atti tuios 
ani opinione of the group. Cther petty offlcere were asked about their 
attitudes and opinione ae time and conditions permitted. rYrobably leea 
than one-half of the petty officers participating in the atudy were ine 
terviewed; nevertheless, some interesting opinions were expressed. 

Te petty cfficers interviewed in both the pilot study and in 
thle final study were most cooperative and seemed anxious to telk about 
their problems. In both otudies they immedlately guided the conversa- 
tion te the relationship exieting between the petty officers and the 
comulseionad offieere, Interestingly enough, the attitudes of the 
petty officers in the two groups were expressed in almost the aage 
OBIMIOY 

Yne conversation was usually cpened by avking the petty of fij- 
cers if thay thought they had any problems in the relationehipse that 
existed between them and the nonerated men. In almost every case they 
enewered, “Our mein preblem Le trying to get treated like petty officers; 
we oon cet along whth the men, but the officers can't see use” At 
firet an attempt was aade to return the conversation to the relationship 
eziating between the petty officera and the non-rated men, but each time 


it was returned to the petty officer-officer relationehip, oo it was 


decide) to let then expreras thenrolves in this aren. 


A few atetewenta seemed to simamerize their diecuesions and 


toese were written down during the interviewe: 


1, “If we ceuld get the backing of the officere, then we 
could really be petty officer.” 


2e “Tf we could really believe end feel that the offiecere 
respected us and trusted uc9-3 


3». "If we could know thet the officere had confidence in 
us and depended on us--, * 


4, “The flat hat doesn't amount to a thing in this Navy." 
5e "The Navy ie just for the efficerseeit's an officers! lavy." 


It is surprieing how frequently petty officers eaid, "if only 


the officerm would treat us ae they would like to be treated if they 

were in our position." 

After hearing theese and sinilar statements many times, it be- 
cane evident that the petty officers were ladicating a feeling of insee 

curity and a lack of the feeling of belonging to the outfit. Ferhape 


some of these retty officers were not worthy of confidence due to lack 


ef techiieal training or te past performance, but after hearing similer 
remarke from meny different people it seans impossible thet they are al} 
unvarthy o confidence and trust. 

Such attitudes as those expreseed above do not pernit the 
netty offieer to be effective as a part of management. ie must feel 
that he Le trueted, depended upon, and that he is a part of the manageam+ 
with authority and responsibility. 

The petty officers were also eeked if they thought a conference 
of petty ofrleere held at fresuent intervals might help thelr situation. 
It was eupreeted that at thome conference thelr common problems sight be 
discussed and perhars solutions found. The petty officers doubted thet 


thie would be effective due to their belief that the officere did not 


> er 


back thew up, trust them, or have confidence in them. After come discus 


sion, the various petty officero were of the opinicn that such ea procedure 


might help. Some definite resulta would have to be shown to keep up the 
interest o. the participants, and they would definitely heave to be eaoid 
on the ideme 

Several of the petty officers did indicate that they had par- 


ticipated in informal discussions with their eshipmwates in which they hed 


telked over sere of thoir individual preblems. They aeic thet the con- 


ferances had never had official sancticn and they had discuesed only 
minor probleme currently of interest to the two or three present, but 
that the discussions geesed to have helped them handle the situation 
when it ecsme up the next timee 

About. one-half of the nonerated men who perticipated in the 
atudy were interviewed. These Lnterviewe were with either groupes of 
from two to four or with individuals alone. The men talked freely of 
their opinions and seesed anxious to sive their ideas and sugrestionse 
Some of the typical opinions thet were expressed were written down 
during the interviews and are given here ea nearly Like the original 
etatement ae poasible: 


ie If petty officers would help you out a little more-- 
just explain things better. 


2e If petty officers would forget thet they had raten 
and chip in once in a whiles 


5. They should act the samc ao none-rated men--they take 
their rates toc geriously, 


i, If they would treat the nor-rated aan as they would 
like to be treated thenselver. 


5S. The petty o'fisere will let the importent things go 
by and piek on you for the smell things. 


Ge {t would be better if petty officers ceuld set along 
better with each othere-lees rivalry. 


fe cetty officers expect you to imow a job and don't explain 
it or seem to care whether you know how to do it cr note 


S. The third class petty officers let their ratee ge te their 
neads ac often=ethay uee excessive boseing arcund. 


9, omeilece the first class petty officers are too anxious 
to make Chief and really get bosay. Thie may be a natural 
trait but [ don't like ite 


LO. ithe petty officer should ask you to de aometning before he 
orgere you to de ite 


A group of three who hed been in eubmarines cffered the fcllow- 

ing: "In sube you have good human relations<-everyone ia willinm te 
help you out, and if he isn't willing to help the other fellow he gots 
off the shipe Your petty officere are alwoaye anxious to be told about 
what is wrong and they do something about it." 

Ao haa been exsiained vreviocusly, due to the diffloulty of 
using etation personnel, sarrangewente were made to interview the none 
rated men who were reporting to the Service School Command from the 
fleet. in the interviews an effort was meade to cowoare the enewera 
given by the grour who had just returned from sea duty with thoee of 
tie staticn non-rated men. There were a few differences of opinicane 
that were interesting end may indicate further the desirabliity of aone 
ducting this experiment using shipboerd personnel. 

| The group just returning from wea indicated that it was pow 


sible tc give reprimands in such a menner thet you would feel more 


enthusiestic after the reprimand than before. tlowever, they stated 


alaost unanimously thet it wan seldom done that way. The stetion none 


— 


rated man croup wae eplit almost ecually, one half indiesting that 
reorimanda coild he given in thin manner while the other half indicated 


that they could not bo given in this manner. 


The ehip group thought it was not neceesary to mate a aon admit 


a micteke to get him to improve, while the etation sroup was divided 
equally on thie noint. The ship group thouvht that the enuse of too 
few quectionsa while nonerated men are being instructed by thelr petty 


officers was the Lact thot they had not been paying attention; the 


station rroup felt thet they did not realize thelr need for the inotruc- 


tion. One half of the ship group indicated that the netty officers 
gave the: credit for their eugresntions, while the other half thought 


that the petty officers did not cive them credit for eugsesticons they 


mate. The etetion group indicated thet credit ie always or usually 


siven for sugseations. These letter pointe may demonstrate the fact 


thet the eststion non—rated men were doing petty offleer taske. The ship 


group enid petty officers did not conalder now a job mizght affect 2 man 
before assigning it te him, while the station group usually indleated 
that the setty offleers did conelder thie fact. The ship group theught 
thet the reasons for recrimande were explained less freauently than did 
the atation sroun; alee, the ship group almost unenimourly believed 
that petty officers would rather criticise a non-rated man then praise 
him, while sixty per cent of the station group believed that petty 
efficers would rathor preiese then eriticize the non-rated wen. 

It will be noted that many of these exagples indicate a dif~ 
ference between the men returning from see and those who bead been on 
duty at the station for some time where they were doing work eimllar to 
that, of petty officere. Thiea indicates thet the attitudes and opinions 
ef the men are influenced by thelr work and surrcundins. 


These interviews pointed to areas where ettitudcee and 


oninione differed between the nonerated aan anc the petty officer. In 


Some Cuses, the men became cuite emphatic about thelr cpiniona and even 
Beene tO reverge the answers given on the questionnaire. This may heve 
beer: due to the wording of the questions, or perhaps the queaticns were 
not carerully read when they were being anewerecd. As a whole, the ine« 
terviews eoemed to indicete a prenter difference of attitudes and cpine 
ions betwee the nen-reted men and the petty ofsicers then did the 
guentionnal rese 

joth the queations and the interviews have indicated e dit-~ 
ference of opinion and attitude between the two groups being etudied. 
It ds not believed that this difference in attitude and opinion indicatos 
oe feult of eny one etation or ship, and it le net intended to eriticize 
the stetions on which the studies were made. I[t is believed that tuis 
Sit.ebion is common throughout the Mevy, and is onc that needa pronupt 


and vigorous attentions 


The Tropoeed Fisn 


The results of thie st.dy have shewn how effective hwsan re-= 
latione aro being impeded at the petty officer non-rated ean level in 
the wavy. It has aleao been shown that there is need for training in 
the practice of good human relations on the pert of the petty officera 
in the Sevy. Having recognised the areas in which corrections ere needed, 
it is now necessary to propose a way of correcting the deficiencies. 

rrobahly the most reasonable way to select a progrem is to 
determine first what is desired of the program; next, whet meens are 
available for secomplinaing this; and then to select the mest likely 
| PYOLSTare 
it~ is desired to impreve the conditions effecting good human 
relations in the Uavy and te ehow the petty officera how to practice 
huwan relations more successfully. To do thie we must know wnet huwean 
reletions concern a petty officer, and thio in turn muet await our nove 
ing wheat a petty cfficer doee and ie. Perhaps you way feel that thie is 
now a waate or your time, Yor you have worked vith petty officers all 


| these years and you certeiniy Know whet one i#; but wait and consider it 
in this manner. Any nuaber of definitiens could be given for e petty 


officer, ant perhaps this one will be acceplable to sll; "A person 
responsible for work."! This in too general to tell us mich about the 
| petiy officer se far as what we should expect of him and to provide a 
help in determining what we ean teach him regarding huwean relations, 
but thet aveme to be as fer as a lot of us consider the petty officer. 
The petty officer's position in the Navy is about the seme ar the pori- 
tion of the loreman in industry. A foreman'a creed has been written 
which linte moat of the qualities tnat are expected of the petty officer, 


and therefore we ean use it as en analysie of that group of people. 


l training for supervision in Industry, George Ne Ferny pe 7. 


foreaman's Guide and creed! 


lL. Understen? end carry out 211 company policies end 
procedures. 


; se Anow where the work for which 1] am responsible atands 
et all timers 


Se Ue conetently alert to see thet quality standarde are 
maintained end methoda improved. 


4, Go out of my way to help others. 
je Jee thet the person above me in supervision line is 
informed as to what goes on and check with him if 
i'm in doubte 
6. eep an open mind on ideas, methcds, people and problems. 
| je Stand on my own feet and not pass the buck. 


Se Pollew un my instructions to sec they are carried out. 


| De Deveicp and bulld those under me so trat i ehall 
always have an understudy. 


10. Meet each day's problems sheerfully, with patience, 
persletences, reasonableness end uncersteandinge 


il. Yeke a perecnal interest in those who werk for me, 
making a friendly contact at least once s day. 


1’. ‘tixplain all compeny programe and pelicien te those 
whe work for m@. 


1B. «Jet and keep the confidence of those whe worse for ue 
eo they will elweyve feel free to come to ine with 
thelr problems or slounderstendings. 

li. Flay neo favorites. 

15, Get all the facta and not jump at conclusions. 

16, Give full credit to others when it is deserved. 

17. ‘ever discipline a person in front of others. 

15. wll quality cf workmanship and eafety every day. 

19. ‘Wver promise things I can't deliver, 


<0. Treat the other fellow the way I should like te be 
treated in his place. 


loomen Seale of Management ond Labor, 5. 4. Nemuond, talk before Whiting 


vorporation, llarvéy, Illinois, “ovewber 7, 1947. 


tnis ereed was written for industry, but we can substitute 
Naval terne for those used in industry and the liet, if followed exactly, 
| ooune previde a petty officer who would be just about what thie study 
indlentes ia desired. In fact, unleen every level in the chain of 
auvervirion atrives to mect thie creed there will be little chance of 
develaping it in the lower level. 
So far we have seen whet we desire to creste in our petty 
(officers through some training progrem, but there in another side to 
tne question. Little can be accomplished toward obtaining what hin 
desire if we do not ecnsider what factors affect the votty officer, 
and what tl. dealres. 
re 4. S. Van Dusen, Aseocieate Professor of reychology, 
Northwestern University, in his lecture to e seminar on personnel pay= 
chology on “ay 19, 1948, eald that all people are etriving to satisfy 
their phywelolorical and paychological needs. The psychological needa 
are esnecially important in everydey adjustuent and consist primarily 
of: (1) The need for a feeling of security, and (2) The need for ea 


L Security embraces (1) affection, 


feelins, of adequacy and inderendence. 
(2) reaponse, (3) belongingness, and (4) sensory gratification. ade- 
quacy includes (1) echleverment and (2) recognition of escomplishment. 

ALL of these factore muet ba kept in balance or a person will become 
unetable. Also, all of these factors are important and are considered 
more or less by all persons whe do pereennel work; however, for our 


purroge let us coneaider the security neede of the petty officer, pare 


ticularly response and belongixcrness, to make sure thet cur training 


1 - 
fersonel Yrobleus of “veryday Life, Travia end Baruch, pp» 64 and 735. 











progres Ccovere thee adequately. 

Subverdinates are devtllent uren their eupvricr for the satie= 
‘eetlon of thelr needs.) ‘these nesde include the job, the men's rate, 
hie responeibiilitien, prestige, and a heet of other persenal eni social 
patistacticus to be cbtained in a work situation. Thie is true of the 
petty officer as well as of the supervisor in industry. The subordinate 
will strugole to pretect himself egeainat resl or Lwepyined threata to 
the eatiefection ef hie neede in the work aitu:tion. Before subording 
4ee Can believe that it Le poseibsle to satisfy their wants in the 
ork Situetion, Lhey muat acquire e& convincing sehse of mecurity in 


their depemient relationshins to their superiorss There are three 


| 


eee ct the gubordinate-sunerior relstlomanipeeat any level of the 


IPrenizgetion=j—wh.eh affect the security of the eubordinate: (1) an 
atesaphere of approvals. This etemephere is revealed net by what the 
euperilar does but by the mermer in whieh he dvee it, and by hie under= 
lying attitude toward hie aubordinatesa. it ia peletively independent 
of the etrictmness of the superior's discipline, or the atenderds of 
‘Tormente vbich he demandss (7) The sevand requiresent for the 
subordinates ecourity is imovwledee. tle sust fncw wheat is expected 
lof Yitee twerviee he may interfere with the oatiafaecticn of his awn 
eode. “here are severe) kinde of enewledge which Uw subordinate re- 


Guirds 


Be whowledes o. Gverall cumpeny policy end seneagewont 
phllosephy. 


be. Mnowledse af preeetsuret, rules end regulations. 


| 


Ajendi tion ar of Dflective beadersiiy if Che iouetriel Vreenization, 
| Tourlag NeOreder. “Mite? Wy §. .. “ee@lett, DP. 40. 


| 
| 


Cc. "nowledre of raculreventa of the subordinate's own 
job: hie dutlen, recponmibiiitios and plece in the 
organi zetlone 


de “newledge of the perascnal seculleritiesa of uw gub- 
ordinate's imamedlate suporlore 





@. tnowledge by the subordinate of the euperior's 
! opinkon ef hie performances 


ff. Advence knowledge of changes thet may affect the 
| eubordinatee 


(3) The third requirement for the subordinate 's ecourkty in hie relae 
tionenip of decendenca on hie supericre is thet of conelstent digeicline. 
Thie any teke the form of poalitive euppert for "right" aetions as well 
as eritieien an! puniehaent for “wrong” omes., The mubvordinate, in order 
to be aocure, Pequires conpmiste rt dleeinpline in both caneas! 

The preceding paragrenha have lndleated wret is degired in the 


petty offieer, and some of the things the petty of fLeer will need fer 


thet both pertios will benefit? J. d. lvane, dre, hes lieted Clve stece 
to be Ges@n in providing essential supervisory training whieh may be 
helpful in arranging euch a combination. They are: 


hiamselfse Ia 1% possihle to obteln a combination of theee deelres se 
1. Se enevred every supervieor Le pow eant of hie 
| responelbilities and suthori ty. 
@. Hnve a clear underetanding cf working reiationshi pe 
with eubordioaters an? these on the ware ievel of 
eunervinione 


3. “velop measuring mediuha. 
4, Sreperatery training an? current training. 


S flamed contacts with the various sembere of the 
organizatione 


A venas one of “ffective penderehio in te inftustrisl urgent zation, 
(Deuglas McGregor. Edited by ©. . lwonlett, jumen Factors in Manage- 
a Dpe 40446, 

“Yor dLecuecien of deleg#ticn ef authority and retpon@ibility, een Tine 
yelence of trosuction Organization, .. 9. anilereon ani v. ©. schwennbng, 
pe 216, and The irinciples of Orgenizeticn, J. o. Monay and A. U, 
i@iiy, Pe ial 


A arocram for Pereann i MM nietratiog, J. Js sven > ds, ge F7 
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My. “Vane connidoera the first three the foundetion of the 
procran ‘or personne] adminiatration, 


| If we are to ve succersful in combining the deslres of the 









petty cifLeer with what we desira of him, it will he neceesary to profit 
y the alstaces made in tne nast and to try to carrect the errore that 
@ have discovered. 
#e heve seen that the foundation of human relntione within 

one wavel eatablichuent hee veaknersen. One o. the week enote we lise 
everml was in the foreal orgunizatior. That ef iterlf does not meen 
thet the entire formal orgenigetion le weak. The ievele of verwonnel, 
the forasl orders, imetructions, compensations, eyetees, policiee, rulee, 
nd repuletions are all well defined and nicely crepare’. Vorever, our 
investication has shown thet there le a weaknesea in the presentetion of 
= narts of the formal organisation to the lower Llevaic cf supervieion. 
ve enw that the petty of ficere Aid not believe thet they were accepted 

S 2 part of management, end we aleo eaw thet they hed nc comeaen notion 

r opinion ahaut the found: tion Por the rules and regulstione under 

which they operate. [1 was also noted that on some guectlone Yiere wae 
mot a cemeon epinion which indicated the teaching of e common policy to 
re entire groupe Thie, then, im one of the areas in rkhich we must 
ramet ting foundation, which in Surn ehould increase the Peeling cf 
security (belonringnese and gratification) and adequacy for the petty 

Cficer. 

First, it seenme logical to show the petty officer where tae 

ulew may be found end give him a working aecnueidstance with thea. Trhie 

doa oot meen thet he -hould be a welking law book, for meny cf tho 


ules do got concern him. tHe should have only a foundetion for the 


| 





rulee that coneern hie end thoee whe work for him, vhicn includes any 
met he may direct. It dea not necessary to memorize a let of rules, 
vul if he diecuesea thea frequently and sece why and how they apply to 
hin, they will soon becose a living pert of the petty officer and he 
Will have no trouble enforcing them. "Cne writer has wleely pointed 
out that for specific purpoaen to be fully apprelyended one must have 
& shee in creatine end accepting then as well ae in devieing ways 
and means of realiging thon? “Why not give the petty officer at least 
e chance to aceept the ruien and deviee ways of realiding them? Obvwi- 
ously, if is nvt suggested thet a comsittes of petty officera be arranged 
to make the ruleae Thie acceptance of the rales and underetending why 
they aro in exietence undoubtedly will inereave the foeliag, of beloag~ 
ingnese thet ia so neces@arys 

66 have eeen thet 14 Lis nevceagary Tar tre petty officer to 
bnew hig authority and respousiblliity, yet we have seen that a Lew of 
the petty officers thought it would be desirabie thet they be in doubt 
an these subiecte. Therefore, Lt seema desirable that next we improve 
his understanciing of hie recponelbiliity and authority by pivin, him 
the hacking and fetling of confidence he deserves. This, of cource, 
ia a factor that flows down fron the top, end the treining in these 
quelitien mauet be done at the top. 

It hee been mentioned thet the Navy hea polislet, and we 

havea indiceted that the petty officer snould have a share in thelr 

Yealisation.s it is alse just ee impertent thet ell the petty officers 
have a comtlon underatanding of theea policles ao thet they will have 


comnon opiniones on questions thet invelve theese polleies. Thies will 


‘wumgo Jature and venacesent, Urdway Tead, pe iG. 


help to provide « unity within toe eervice, especiolly in the lewer 
levels, Unet seeme now to be lege than is desired. Mr. Teed bes writin, 


"The trus meme of influencing others lie in the direction of fosteriny 


ondi tione in which neornle in anc through tivelLr own inner desires como \ 
: 


%o geek the results whieh the leader alec desires," This can be ace 
complished by meene of a “permanent underlying enthueleer which dees 


% A . » 
not nave to be constantly fed with new excitement ani. inducesente. "© 





It is neceasary to knows: 


That membere of the organizetion: (1) Enew whet ite 
purposer are, (2) Find these purposee congenial to themselver, 
and therefore, (2) Pind thremeelivas willing ant eager to eanouee 
theec purpoeee ag thelr own and seek to realice them asa a 

| matural Tulfiilment of their own peraceal aemne of eelf- 
| realizetion and gelf-satislaetion. "? 


Thie leads va to the other fouedetione of husan relatioose=the 


attitudes, eeitiments end oplnicnsa co. the individual. Wa have seen ist 


Abere was sume disagreezent in these arese between the petty officers 
ged the noneratel mene Yut what ean we do about them’ I4 mey be deair~ 
ably Lc Guange some of them or at least to teweh the petty officer how 
to us@ theve that he -inde. “Then talking abcut attitates, senuimente 
am. Opieiows we ere gettin clee# to vhat some peopls csll hawen nature, 
and tpere io a widemspreal! Peeling thet husan neture cannot be chanmead. 


sgein, Velie ie denenJent uson the definition of husan nature. [7Y' hwran 


nature mean We underlying inborn treite present in the human nervous 


to the eecqulred charecteriati¢c: aa they are exhiskited im conduct, then 


tieoe cen be ee 


ee Nature ond “enagesent,, Ordway Tea’, ppe 4 an’ 5. 
“ipid. 

> i bide 

rosa, pe 1S. 


: » “Wie apparently doer not changes however, if human nature revere 
‘ 


’ 


| 
J 


ee out the verioue traite and help him develop ability to eeleet thooe 


that cen be changed epeedily enough to be useful, and to recognize thone 
that cannot be changed, or had best not be changed. ‘Then we ghould ehew 
him hew to neke uee of these treite or opinions and attitudes so that 
they will cause the learnt conflict in the orgenizetlon. 

| Thie eatudy has wentioned one other foundation of hawan relations, 
the in ormel organization. Thie coneerns the emell groupe, the coffee 
aeos, the Priende whe go ashore together, et cetera. The nembersa of 
tnese proups obtain etetue within the group which of Lteel? becomes very 
inpertant te the individual. This fect should not be overlooked by the 
petty officer, and perhape he ean be shown how to use this situation to 
his cvn advantage end to the pleasaeure end eatiefection of the menbere of 


the informal froup. 


Thie discussion may seem to be much ade about a subject that 


‘has seemed rather unimportant and self-sclving to many of ue. Therefore, 


it ie desirable te see how immertant othere consider 1t befcre we look at 


possible eolutions. Nere are a Pew statements that nave been made: 


To the workmen under him, the fcreman is frequently the 
ecle affective interpreter af managecet. Na matter how wise 
ths plang and good tho intentions of management, they are of 
Little eveail 4f they are not well understocad and wieely apolied 
by the foremen, Hepleyvers have become Lnoreacingiy aware of 
the fact thet an untrained foreman. wiinfermed ar to hie com 
pany 'S attitude in dealing with lebor, is Likely to upt pooriy 
into the tenoe situation often found in recent yearte 


Txperilente showe thet the capecity to handle people is 
primary among a eupervieer's qumiifications. As a sub-leader, 
he wlll need to collaborate with cthers who exercine various 
functions and operate on varicus levels. in direct line re~ 
lationshipa he will need an objective attitude toward the 


L em > fr 2 fn p ® ® Ly] 
“Esploye Training, vommittee on Education, The vhieege Anvocivstion 
Of Conmerea, Pe Zle 


It should be one of our purposes in teaching the petty officer to 
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whole procese of taking and giving orders ase well as 
toward colleborating with other supervisere on hie 
own level. Moreover, special #iiil will be required 
if he ie to avail himedlf to the 1 of all that 
verious staff experta have to give. 


Considered from the stwndpoint of ite stability 
and proepests for permanent earning capacity, an Ameri- 
cen business corporation is teday at strong as its 
human organisation and no etronger. it ie not eufficient 
that the orranization eahall econsiet from tep to bottom 
of employee who are merely capable. The nature of their 
individual abilities muet be studied and analyzed ao 
thet cach employe may be used on the kind of work which 
he can do beate Channels cf edvencement must to kept 
open, irometions muct be made upon the baeis of denen- 
strated merit. Oppertunities for such training as will 
develop eech individual to the limit of nie capacity 
muet be open upon equal terme te all. Finally, the 
cenponent parte cf the organization must be welded to- 
sether inte a smecthiy working, hearmenious unit. 


These re@eulteo will net work themeelves cut enon 
Lanecutly., They require the ease #erigue attention and 
intellirent plarming on the part of management as is 
given to any other type of business problem. Indeed, 
they offer the moet complex o. all proble-e, for human 
nature is @ variable which will not "stay put," ae will 
material end thingse it Le subject to meeds end caprices. 
vethode that are succeseful in one business cannot be 
treneplanted without modification ts anether, ner ean 
NLiuatione Ln the erane businese be met in exactly the 
eons wey Lomerrow thut preved satirefactory teday. All 
thie meene that :unadeasental principles are invelved, 
rethner than epecisl technique, and that the prerecnnel 
ani labor probleme of industry require unremitting atten- 
tien on the pert cf men rho underetand hulen peychology 
and are free fron the handicap ef closed minds or pet 
theoriete 


~ « « « PY@ble@s involved in the effective menafement 
ef huzan releationa in industry cannot be aulved witheut 
sone knowledre of what de cuing en in the worker's mind. 


Lothing can be more fatel to the best-conceived plana 
of management for the ekilliul handling of industrial re- 
lations than to base a prorrem upon the aseunaption thet, 
ae management Dhinks, eo will the employe inevitably think 
if cnly he La in pomecasion of the same facts. There is 
tac math difference in their backysrowmde of erperience 


lressonnel Administration, Paul Rigors and ¢. &. Wore, 7. 147. 


* Personnel ond Labor lroblecs in the Pecking industry, Arthur !. varver, 
op. 3 and 4. 
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end inherited viewpoints tor thie to be possible. 
secomnising this fect, employers will realize thet 
| they theaselves have something te learn and thet 
| eniveable relations ean be achieved only by approach- 
ine every iseave wlth an open mind and in the spirit 
of compromise. 
or. Venry ford, II, has eaid: 
(me of our bigesest and certainly one of our moat 
di®.icult jcbe for the Puture is to make ail 135,000 
Ford men and women effective team players, ta a far 
| ‘renter de,ree than they have been in the pest. There 
| are meny phages to this job but the heart of our prob« 
| lem can be stated very simply: it ie to get each man 


in our orgeanisetion to treat the men he works with ans 
he would like to be treated himeelf.@ 


ALL of these remarce confirm the feet tint the probles is 
an impertant one. Ite lepoertance in further indicated by the opiniona 
expreesod in various industries visited by the writer durin: the poet 
year. All of the companier vielted hat eam form of supervisors 
CPA Nine oro rate 

There are several typer of training methods aveileble for 
previdin supervisor instruction. Thay have been conveniently scum 
wariaed as shown on the following table, together with the method 


uoed in eech type and the orincipel advantages and clsadvanteses: 


De a 
a 
“YWenry Ford Ii * @ake (ut, Tom Lilley, in The Atientic Monthly, 





1 
ferconnel ani Labor Protlewn in the faokiny industry, Arthur |}. Varver, 
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May be over heade of 


Outsider ignorant of leeal 


Lae of continuity if not 











WU Rat 
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LaGke interpretation of 
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Lencer may be incompetent ta: 
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rrenere sreciae dlecuc~ 
Sion outlines. 
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Con Terence may never get, 


Leader or others may monce~ 


wonference may play on worde 
ineteac of Lacta, 
Group restricted ae to size 


anc eubject matter. 





Seme as under 5, dut 
ohantces minimized. 


PAO REG? Met, oe cen LTR eH Or eo O iieieg See (ales Sm Ne a TE 


Le informetion Carries weipht of 
| watt er Lnetrue- authority. 
Meeting tion frem eae “aves time. 
SupOLrVvi HOLe OLLLoGM. 
Talke by 
| exyertée 
ee Cutside Purnieh relieble in= “ase eae above. 
vecture lecturere forme tione 
| with or Number in group un Ilietenere. 
| without Limited. 
discuecion. sreblema. 
| by ane mre 
| 3 Reading ef Studying can be done 
Ffrinted toxte or ac desired. 
Matter references. Doea not involve or~ plete it. 
| Gorrespond= ganizing a croup. 
| ence otudy. inforswsation beutricte!l contacts. 
ts pertinent facts. 
| tence 1OF e 
| SR Bn REP SERRE IE OO a Om Sa woe 
| Ae Personal Convey supervisor's 
individ- isnaetructian orn idean. ulow. 
ata 2 by super- Chanee to try out 
Goaehing vwivor. under superviror. 
Less mileunderetandinge Superior may be uneble to 
Se Group dise ppertunity for ex- 
Informal cussion of preecing different 
| experience pointe of view. 
and opinions Active perticipation 
etimulated develops logical 
by leader. thinking. 
Better understanding anywhere. 
and absorption. 
rromotes cocperative 
effort. — 90Li 206 
| Sustalne interset. 
be Group dia=- Same ne 3, also: 
Cetermi~- Guaelon dle lLoater has detalled 
nate recteg by outline to guide. 
Mecuc~ leader into Covers more ground. 
Sion speci fie Lees alde tracking. 
channels. Absorption more 
| thoroushe 
ly 
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Put whet sort of a plan do we deslre? Since it is our desire 
to be practical, we should try to select a plan thet fille the follow- 


ing conditions as neerly ea porsible: 


ic A plan that ie effective. 

2. A plan thet is simple. 

Se & plan that le inexpersive. 

4, A plan that is easy to establish. 

Se A plan thet will provide a meeting thet 


is important to ite menmbera. 

It should be mentioned that regardlese of whet plan ie selected, 
Lt will heve no cuance for suecess unleas it is believed in and actively 
supported by the person in command, as well as by all officers of the 
command. It may not be possible for all officers to believe in a plan 
before it has been tried and proved, but they should support it and sive 
at & chance until it hee been demonstrated thet the plan is not esatise- 
Pactory. 

Gf the plene eugseeted above, the one that comes closes to fille 
ing our desired conditions is one which would be a coubination of the 
Informal Gonference and the Determinate Discussion, Nwabers 5 and &. 
‘This conference method of teaching ie one that: 

+ © « « proves to be an atency well adepted to the 

sroup's and the leader's education, because:r (a) it enables 
the group to ehare in advance the leader's ideas; (b) it 
enables the leader to get the benetit of the group's idesa3 
and (¢) it enadlea new coubinetione of ideas to be evolved 
whlch constitute creative thinking in the beet sense. 
This plan appears to permit giving the petty officer all of the items 
montioned om pegewe 59, 60, 61 and 62 above. 

There are oerteln objections thet will be raised to the plan. 
we will consider e few of those after investigating the plan itself. 
4, Ordway Tead, pp» 138 and 1a. 


vuman 'sture and Maneremnen 





This prepesed conference should have a neme which will be 
meaningful and will indioate to the petty officers and the rest of the 
personnel that it is a serious part of the organization; in other 


words, sive 1t atetura. A neme euch ae “Fetty Officers!’ Tupervisory 


Gonference” its suggested. Every effort should be made to eetablieh a 


good reputation Yor the conference, It should be made desgirabie. 

The betty Officers! Supervieory Gonverence must have s con- 
ference leader. This person probably hae the moot important task of the 
entire plan. If he is net exiliful anc hae made no preparation for the 
conferences, they will probably fail completely. One of the officern 
of the ship cr atation should be assigned thie duty, and he should make 
ailigent preparation. He should learn hon to conduct a conference and 
prepare a schedule of topics on the art of getting along with people, 
for presentation to the group. There ere many texte evailable which 


ean be used as a guide in thie preparation, such as "Yuman Nature and 


Managerent,” by Ordway Tead. (See Appendix C for suggestions. ) 


— ——— — ——— i ll 


& ia proposed that all petty officers from all branches of 
the eervice attsched to the ship or etation participate in the Petty 
officers! Supervisery Vonference. Thie will provide a wide variety cf 
opinions on varlous subjecte and permit a wide dissemination ef inforwa- 
tion and ideae.  statione and shipe where the nunber of petty offi- 


cere ina email the size of the conference will he no problem, for it is 


eonsidere? thet e email group cen aecomplish more than ia possible in 





a large group. On Large stations the total number of petty officers 


present oan he larger. it will be neoesseary to select a group net to 


exceed tuenty-five to participate in the discussion and to rotate 


| 


thoee who participate in the actual discussion, so that over a period 


‘ 


of time sli will heve an ecusl opportunity te present their ideas. At 


the sexe tite, they will all have a chanee to hear the topics diacussed. 


The purpose for which the group Le being organized chould 
determine its aize and the whole manner of ite operation. At 
least three clearly different ponsible ebjcetives at once ape 
peare <A group may be organized (a) to create enthnusiasa, 

(b) to impart iaforwation, {c) to foster deliberation and 
reach decisions.~ 

shen considering the shortcomings we heve discussed, which 
were revealed by the questionnaires and interviews, it le apparent 
that we are interested in ail three of these objectives. We wleh to 
create a feeline cf belonsingness and securlty; we wish to impart ine 
formetion; and we want the petty officers to think out and determine 
better methods for interpersonal relationships. 

The location for holding the conference will depend upon the 
local situations [tb in desirable to have a bleckbsard available and 
chalre for the participants to silt one Beyond that very little equip- 
mont is needed. Thie deronstrates the fact that thie method ia econon-~ 
ical. The conference should be held once ench week. Entch conference 
enould not exeeed two houre in length and usually chould not be shorter 
than one houre It ile most desirstie to held the meetings during worke 
ing hours, whieh it must be admltted ia a problem thst again will be 
determinen by ioeal eonditionee. At leset they should not be held dur- 
ing the houre in which liberty is granted, in order thet the attendence 
may be a6 larze as possible. 

The conference itself should conalst cf et least three parte. 
Firet, in exch meeting the conference leader should present one of the 


theoreticel principles which is fundwaental in working with others. 


‘ime should be provided te discuss thie principle, te find examples 


Liman Jature and '‘snagenent, Urdwey Tead, pe 189. 
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of its appearance in the experiences ef the members, and to show how Lt 
(e@an be used cost euccearfully. An example of this in the statement made 
so often in tre interviews by both the petty officers and the non-rated 
men, “If they would treat ua like they would want to be treated Lf they 
were in our position.” From the investigation made in this study it 
was learned that there are meny people in the Navy, both petty officers 
and non-rated men, whe do not think they are getting this sort of treat~ 
ment. Where can a better place or aetnod be found to determine why a 
person feele this way, and to figure cut « way tc chunge this feeling 
for the better? There ere innumerable explanations of human behavior 
that should be celled to the attention of the petiy officera and dise 
Cueeed BY THM. This part of the training should coneider the things 
that make people act aa they do--the attitudes, eentinents and opine 
ions=-ans an understanding of the informel organization. One of these 
presented at each meeting, with Lie discussion by the membere of the 
eonference, should be sufflelLent. 

Secon, the rulee and regulations THAT Cue Tin, PETTY 
OFFICER and the men thet work for them should be discussed. Again, 
| consider only ene rule at each meeting end convletely cover lte-ite 
oripin and neceseaity, where it ean be found, how it can be epplied, 
and better ways to use and enforce ite Most of this discussion should 
be by the sen themselves after they lave been inforwed of the rule and 
its origin. Probably one of the best ways to be sure to hit the proeb- 
leme that are mast pressing ie to congider in these conferences every 
problem thet is taken two Captain's Mast; that is, not every cease but 
the different types of problems. It ie helieved that cuch a diacuseion 


will be a mesns of reducing the number of problemo that are brought 


~ 


to Mast, penanee when the potty officers have figured out the way to 
avoid the problem, it hee become a part of them end they will make 
more of an effort to see to it that their own idese work out. It will 
also augment the discuesion of the various rules that ere in effect. 

Third, each meeting should consider one of the problene thet 
the petty officers have encountered in their dealings with others about 
the ship or station. It may be difficult te start « discussion on 
thie sort of problem. lowever, with effort it can be done, and after 
the start has heen made the ice ic broken, and Lt is ventured thet the 
number of problems presented will be surprieinge These problems should 
be discussed by all the membere for causa and solution, to get the ex- 
change of ideas. 

It is interesting to ncte that in most cP the probleme in 
interpergonal reletionships no nard and fast rules can be dictated. 
Jmuaily itt ie a Gaee of common sense, and the men will essist each 
other in Mndine the satisfactory solution and in gotting rid of pre- 
judicee and poor practices which ctherwise would probably be continued 
LYL URBe 

1% can be seen thet such a plan of treining will develop the 
fesline cf beleongingness in the petty officer-ewill help make him a 
part of mnagement. fe will heve a better underetanding of the rules 
that epply to him, and as such he should be more effective in applying 


thea, for he will be determining means of enforcing them and know why 


he is doing eo. Hie feeling of security should be bolstered, and a 


common understanding of the policles of the organization should develop, 
at lenet in each comeend. In addition, this syetem will have a therae- 


peutie value. The men are given e chanee to talk about rules and 


{0 


reculationa in a place where leset harm can be done. If they get it out 
of their syeters in such a meeting, there is Less Likelihood thet such 
diseatisfactione will be expressed to the nen-rated man, and in this 
monner his dissatiafactiona may not be recentunted by thone of the 

petty officer. It must be admitted thet people will telk thinge out of 
thelr syatoms, sc it seeme good practice to provide tne place for then 
to talke 

One of the mast denirable advantages of such a syetem is the 
feet that these confoermeos will provice a sounding beard frem which 
attitudes and opinione as well as ourggesticne cen reach command. Thie 
is an excellent line of communication thet oan he provided. A skillful 
conference leader should be able to learn much about tha petty officers’ 
ideas, sugseectionse and probleme which may be of vital interest to there 
in command. It is not intended to laply that the conference leader 
phould be a spy or a tell-tale. That situation should never exiet, but 
the vortiwhile information that is available should be wumed in the 
proper marrier. 

It must be admitted that there are objectionna te all plans, 
and this one will have them, too. One of the most comion will protebly 
be that no atation cr ship hae time to tle ite petty officers un for 
‘two hours each week, and to tie up many houre of an officer's time in 
preparation for auch a meeting. It ia true that the ship's work must 
‘go on, and at the seme time the rust keena right on rusting even though 


we do conduct a conference. However, in the evant we find thet auch a 





troinine progran decrernser the time lost as “bric-tine,” over-leave, 
time pent at Maat, anc just plain loafing time, and that the men era 


more contented and do their work eacher and faster, then Lt seens we 


fl 
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have made up for the two hours “lost” in the conferences many times over. + 
AGtually, we have saved time by the canferencese 

Ancther objection will be: We do not have an officer qualified 
or available to take on the duties af a conference leader. if the ends 
juatify the means, tnen en officer can be found for euch e duty. The 
fires training will be diffieult and tiring, but efter the ground work 
haa been leid his cuties should be leas confining. This is a problem 
that will have to be ecived locally. 

& thirds scbjection that may bse raieed lo that it ie not desir- 
able to mollycoddle and baby the voetty cfficere. It is not intended to 
treat them in thie manner, and it ia nok necessary for such treatment 

tc be used in any form cf treining. It le not belleved that letting 
the potty officers know what the facts are, how they sre to be applied, 
and enowing them the best way to do thinge, La bebying then. 

Situations can be cited in which ecome of these principlos 
have been used succeesfully, and these lend strength to the belie? that 
the proposed conferences will prove ugeful. One of these ineidents wee 
reiated by Comaander J. We. Roundy, Supply Corps, Veceiiag who was at 
that time serving ae Fleet Supply Cfficer. During the time that plans 
wore being made for the famoue "Crossreads" operation in the Pacific 
in i946, the demobilization activities were rapidly depriving the ships 
of their crewo. in fact, the situation becaue eo critical that some of 
the ships were unable to get under way just for lack of manpower. This 
situation was encountered on some of the supporting ships that were 
necessary for the planned cperation end it was impossible to cbhtain 


more men to man thoes shipae The Commander Service Force called a 


3 


conference of the Commanding Grficers and the Executive Officers of 
these ehips, and explained the eituation to thes. Thie conversatien 
ineludec the purpoee of the cperelion and whet was to be done, There 
ship officers were regveeted tc call their crews to quarters, explain 
the nroposed operation to the men, emi asx Lf any would volunteer to 
remain in the service Tor enother year so the mivsion could be euccessa- 
fully completed. Interestingly enough, when the purpese of the opers- 
tion and its nature were oxplained to the nen, over ninety per cent of 
tho men extended their time of service wo that the required ships sailed 
with full cemnlements. Thie experience Le offered as a domonetration 
of whet explaining the purpoao of activities cen meen to men. 

Another experience wan releted by the ange officer, in which, 
during, the tense days of 1038 when the Japane@e were ueing their "get 
tough” policy in the Orient, aany of the Anerlean perscmmel were getting 
invelyed ir sinor brusnes with the Japanese while on IlLberty in Shanghai. 
With the eiLtuation becoming worse tense the Commender In Chior, Asiatic 
Leet, decided that such skirminghess nad to be stopped, and therefore 
ordered that any ship's crews who partielipated in auch actlivitler would 
lage ite liberty. This oltuation wee carcfully explained to the crews, 
and when they kner the cirewnstednces aad roalized thet they had the 
responsibllity themeelves, trey sax to it that none a teen, shi paates 
Vioisted the ordere. As a reeult, nene or the @ehipe! crews were deprived 


of liberty. 


oOwinary end Conclusions 


Thie diecussion may be summed up in the followings manner. 

The conversations heard in varlous gatherings where the militery oerv- 
icea are discuseed and the articles frequently published in the period~ 
icgais have celled cur ettention to a problem that seens to exist in the 
armed forces of the United States, with reference to the personrel in 
thoee forces. Thia atudy has attempted to anslyze the eituation in the 
Navy, in an effort to definitely isolate the problem, determine its 
causes, and than, if poselble, sugcest a selution that will remedy the 
unesatiafactory condition. 

Since the situations mentioned above point toward o problem 
in the retstionshipe between the levels of eupervielon, it wan decided 
to sasple the epinions, attitudes and sentiments cof the first, second, 
ang third claes petty officers, and compare these findings with the 
opinions, attitudes and santiments of the non-reted persennel who work 
with these petty officers. If a difference in the attitudes of the 
two croups was discovered, it wae believed that the problem would have 
been traced to one of human relations, since huwan relatione is founded 
en (1) attitudes of the individual; (2) sentiments of the individuel; 
(3) opinions of the individual; (4) formal organization of the inetitu- 
tion; and (5) informal organization in the institution. 

Two sete of guestionnaires were prepared containing identical 
questions which were appropriately worded for tho group of petty 
officera and for the non-rated men. The questions uaed sampled the 


attitudes, sentiments and opinions of the individuale, and the petty 


officers were agked about thelr relationship to the managesent cf the 


| 
Nevys <A preliminary etudy wae eede at the Nevel Air Jtetion, Glenview, 


Iliinois, te teet the questions and precedure, so that e11 poseible 


errors could be eliminated before the final study was made at the evel 
Treining Station, Great Lekes, Lllinoies. 

Both the preliminery study end the experimentsl etudy iteelf 
indleated that there was a difference between the two groups in their 
etultudes, opinions and sentiments, and the petty officers did not feel 
that they wore accepted ae a part of management. It was belleved that 
@inee the problem at thie level of surervision appeared to be one of 
human reiations, the eclution was te improve that part af the petty 


officers! training pertaining to human relations. it was noted that 


f 


“on him. Therefore, the eclution eeemed te require iscal attention. 


the attitudes of the individual were affected by the weric situatlon te 


which he was atteched, as well aw to the outsalde elreunmeteances working 


ifter coneldering the facts discovered by the investigation 
that, was made in thie etudy, 1% 46 suggested thet inetructions be innmed 
directing each coumand to selest an cfficer to act en training officer 
for the petty officers end to be the conference leader, and to arrange 
for proper inetruction of the conference leader in the art of conducting 
the conferences then, after he le proficient in that duty the comeninie 
should arrange for the conference method of inetruction of the petty 
offleera., Unch meeting should present one principle of getting along 
with peopleeewhieh actually is the wnderetanding of the individual dil} 
ferensee that exist in people, one of the rules and reyulationa ehich 


govern the petty offieer and his sen, and one of the problems which 





rome member of the croup bas encountered. ech of theee three Ltems 
should be discuesed by the group, ite cause euggerted, reerons for ruc-~ 
ese or folilure inveetigsted an? an effurt made to (ind a solution. 
lt is believed that thie form ef instruction properly adminia- 

tered would develop a common censtructive attitude amon the petty 
officer group which would permeate from them to tha men warking for 
themy an understanding of the rulee by which they operate would be 
developed; time would be saved due to the reduction in tine epent by 
pergonnel at Mast and under punishment; the petty officers would de 
taught how to perform their nenegerment duties eso as to increase their 
feeling of security end adequacy; and the groups would learn how te 


work together more harmoniously to the betterment of the service. 
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“westionn to Ask honeRated Men 


Jleaee write what you think is the beet anawer to the follew- 
ing questions in the blank following eech question. Answer each question 
#2 it applies to your present job. If it has no such application, thing 
of seme other joh you have hac in the Havy where it did apply or rive 
your presgant opinions 


There is no standard “correct” anewer toe the questions, so you 
will not be graded in seny way. It is planned to compare vhat different 
peonie in the Navy think about the same avestiona. 


Please DO SOT gign your name te the paper. The fellowing infor- 
metion will be helpful if you wish to give it: I have been in the Savy 
about, MONT 


Your answera will be handled confidentially and net shown to 
enyone in the Wavy other than the persen making this survey. They will 
be burned as soon ae the answere have been counted. The resulte will not 
be sent to this eteation. 


be liite etal 








ke hen there is a teuch job to be done deo you think your 


petty officer considers how 1t may affect you bafcre he 
tells you to do the job? Yes, No, Sonetines 


2. When your petty officer gives you a new job to do, de you 
think he explains it to you as carefully as he enculidt 
Yeo, foe, Jometines 


%e Do you think your petty officer has a personal interest 
in your welfare? Yea, Ho 


4, 5 you think your petty officer should be interested in 
¥nat you do when you fo on liberty if you keep eut of 
trouble? Yeo, No 


5. nen you de e good plece of work and deserve some praice, 
dy you think your petty officer considers the way you 
would like te be praised or told about it before praising 
yout Yes, No 


6. % you think thot being preieed about a good job thet you 
fo will make you ¢o a better job on work you do in the 
fature? Yes, % <a 


7» when your petty officer hawle you out, doee he always 
definitely let you know what he is bewling you out Por? 
Yes, Ne 


Ce a Se 
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8. 


13. 


After your petty officer has bawled you out for something, 


does he alwaye show you the correct wey no the error can 
be avoided in the future? Yes, ko 


Do yuu think your petty officer would rather criticize 
you than praise you to your feee? Yec, No 


when your petty officer bawls you out, does it seen to you 


ae theuarcnh he is just aad at you personally? Yes, "Mo 


khen your petty officer bawle you out, does he just do it 


in general and for everythinc, or does he bawl you cut 
ebout the one thing thet hee gone wrong? 


Uverything, or the thing wrong. 


fe you think your petty offleer beileves that if he fives 


you praise «hen you deserve (Lt you will expect him to 
give you special considaration or advancement? Yea, No 


ne your petty officers ever criticize or reprimand you in 


such a way thet vou are more intereeted and enthuszastic 


tnen you were before the reorimand, rother than resentful 


and enteronistie? Yes, No 


Deo you think «a petty officer whould mention something 


praLlaeworthy at the sane time thet he must criticise your 


work? Yer, No, sometimes 


when you do something wrong, should the petty officer 
tneist that you admit your feult in order that you can 
improve your vrerformance next time? Yee, No 


ho your petty officers give you constructive criticisa 
in the presence of other men when such criticionm might 
poseibly be ombarraseing? Yer, No 


if you have @ perronal problem thet is bothering you, 
should you be enecuraged to dincusas this problem with 
HOUSONG T Yee, iis 


Lf you take a compleint that actually is trivial, but 
you thourht it was importent, to a vetty officer, would 
you rether he (a) tell you frankly that your complaint 
is trivial, or (bh) allow you to fecl that your complaint 
ia not trivial? (aj) or (bh) 


If you should take eome problem that you believe is 
important to your petty offleer, but he thinks it 
unienertent and does not agree wlth you, should he 
sugrest you talk direct to your division officer about 
the problem? Yea or io 


20. 


ele 


nae 


if’ you should take some problem direct to yeur divielon 
officer without first consulting your leading petty 
officer, should the petty officer reprimand you for 
your action even before he is notified by the division 
officer of your having gone diract to the division 
offLe er? Yeo, “o 


Which has the woret effect on morale of a division: 
(1} fa plaee a man on report when the other men in the 
division think that the offender ehould NuY be placed 
on report, or (2) to NOT place the mean on report when 
the other mean in the division think that the offender 
SULS be placed on report? 

The worst effect caunmed by (1) or (2) 
if your division officer directe your petty officer to 
have you report te the division officer at some speci f- 
ied nour, should the petty offleoer tell you the reason 
for the erder? Yes, No 


Rhich type of petty officer Le saost likely to fet the 
best results with his men? 
i. A petty officer whe le wniformly exacting as 
to dig@lipiino anc proper methods of work. 
2 A petty officer who ie uniformly lenient. 
yo A petty officer whe is lenient at some times 
nud exacting at other times. 1, 2, or 5 


Are petty officers generally sore likely to give tec much 
or teo littie credit to their non-rated men for the suoe- 

coos of their division? Give toc much or too littie a 
Me petty officers generally invite the nen-rated man to 
exyrens thelr opimiona of the plane and @ethode of the 

divielon, ae much as they should? Yes. No 


Do you think thet critieis=a of exieting setheds and cone 
Altione by a nen-rated wen is a rellabie evidence cf 
genuine dlasatiefaction and disloyalty to the petty 

offi cer? Yeo, Ro 


Pank in the order of their practical value the five 
follewins methods Yor winniny the couplete cooperation 

of none-rated men of 6 division te which you have been 
agvipaed as e lending petty officer. aselgn ranx (1) to 
the best eethod, rank (2) te the next beet amthod, and 

SO One 

fecsommond prosotion by reting, or appointing to “good jobe" 
Recommend impraved physical working conditions, euh as better 
lighting, sore efficient eguinpment, more comfortable chaire, 
or the Like 

Uncourage thee to sugzesat imvrovements in sethode of work. 
Take persone) painn to be unusually pleasant to theme 
Compliment them as much er possible on the work they dc EE 
cul te woil. 


rere 


uo 


At APO 


Juestions to Ask Netty Ufiricarr 


hleace write what you think in the beat anewer to the fcllowing 


Quretions in the blenx following oach question. <Anegwer esch question as 
‘it epplies to your prevent job. If it hee no euch applicetion, then think 
of ewe other job you have nad in the havy where it did apply, cr what you 
think is the beet enmer. 


There is no etandard “ecrrect" enewer to the questions, co you 


wilk aot ke graded in any way. JI% 16 planned to courpare wnat different 
people in the Vavy think shout the eaze queetionse 


Please do not sign your name to the paper. The following infor~- 


matiin will be helpful if you wieh to give it: I heave been in the davy 
about _fontha. ff have been a petty officer shout months e 


Your answere wilt be handled confidentially and not ahown te 


anyone in the Navy other than the person making thie survey. Trey will 
be burned ae eeon as the anewers have been counte’d. The results wiil 
not be gent to thie atetion. 











When you have a tough jcb te be done de you eonsider how 
it may affect the man you aggicn to do it before you tell 
him to do the job? Yoo, No, or Sometioes 


Yhen you give a man eae new job to dc, Go you explain 1t to 
him cerevully before he etarta the job? 
Yen, No, or Tometinge 


Are you interested In the welfare of every one of your men? 
Yee or No 


Ae long as your men keep cut of trouble when on liberty 
and pet back on time and sober, is Lt worth your while 
to he interested in what they do when on liberty? Yeo or No 


shen © man has done «a good piece of work and denorvenr 
praise, do you think how he would like to be told aheut 
hie vood work before telling him ahout it7 Yes or No 


Do you think thet if you praise a men for a good piece 
of werk, he will be more productive on jobs you agsign 
him in the future? Yer or Ko 


vhen mn man has done something wrongs and aunt bo told 
about Lt, do you always definitely tell him what he did 
that he is being bawled cut for? Yes or Mo 


After you have hewled a man cut for doing something 
wronz, do you always show him how to aveld the error 
in the future? Yee or to 
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vould you rether criticize your men than to eralss them 


%©o their faces? Yee or No = 
when your men do something wrong do you get made at 
them nereonally ¢ Yee cr No 
PW SS 1 ein 
J) it is neceeeary to correct a man, de you cet after 
him for everything in seneral or just tho think that 
has gone wrong? Everything in general, cr juret Lhe one 
Oo you think thet if you praies a men Yor a goot job he 
will tnen expect you to give him special consideration 
or help him get advancament? Yeg OF Yo 


“oO you aver pive reorimends or criticlems in euch a way 
es to leave the non-rated man mors interested and enthu- 
ciagtic then before, rather then resentPul enc anteagonietic? 

rea or Ho 
then you criticize a nen=rated man's work, do you think 
you should wention something praiseworthy at the sane 
time? Yes, No, Sometimes, Frequently 
wien @ noenerated man hae dune something wrong, should he 
we made to admit hig fault in order to get hiw to LeproveT 

Yee cr Ho 


Po you aver give constructive criticlem to a nonerated 
yiem aun ihe presence of cther men when such criticlem 
might possibly be more or Less emberragasing? Yes or io 


Do you think non=erated men should be encoureared to discuss 
their nersonal prob) ens with sone one? Yes or Ko 


Tt a non-jrated san comes to you with e trivial complaint, 
is it best (a) to tell hie frankly that his compleint is 
trivial, er (b}) tc allow him to fesl thit you 4o not con- 
eider hic complaint trivial? (a) or (b) 


If a non=rated man comes te you with something i. thinks 
is important end you do not agree with him, chouls you 
nvite the non-rated aen to take it up with your division 
officer cgireet? Yeon cr 
{, without coneulting you, one of your nonerate: gen goes 
directly to your divielon officer with a problem, should 
yeu jumr the non-rated man adout it bereros yeu are informed 
or the matter by the division officer? Yee or oO 


which has the woret effect on morale of a division: 
(1) To place a nen on report when the other sen Ln the 
Givisien think thet the offender should v7 bo placed 
on report, or (2) To ACT place & man on report when the 
ether wen in the divialon think that the effender should 
be placed on report? 

The woret effect ia caucel by (1) or (2) 


Ne ee ee ee 
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mY 


es 
td 
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{if yeur division officer dlrects you to have one of ycur 
non=retled men rerort to him at a specified hour, should 
you tell the non-rated aan the reeaam fur the order? 

Yes or fo 


Which type of petty officer is moet likely to get the 
beat reeulta? 
lL. A potty cfficer who is uniformly exacting as 
to dlecinline and proper methode of work. 
cy A petty officer who is uniformly Lenient. 
5 & petiy officer who ie lemient at some times 
and execting at other times. hy &, oF 5 


Are petty officers sencrally more likely to sive too 
much or teo little credit to their nonerated ten for 


the euecess of their divteion? Sive too mach or too Little 


do petty officers generally invite the acn-ratec men 
to #ipres: their opinionr ef the plans end metnods of 
the divielon, ae much as they should? Yes or No 


ho you think thet criticiom of existing methods and 

cenditicrs by a nonerated mon ie a reliable evidence 

of genuine dionatisfeetion end disloyalty to —_ 
Yao or Be 


Rank in the order ef their practical veiue tae five 
Pollewing wethede for winning, the complete cooperetion 
Of neneratel gen of a civielon to which Yeu ave peagn 
abeiyned es loading petty officer. Apsign rank (1) to 
the beet method, rank (2) to the next best vethod, and 
$0 Ctl. 


Recomment nrowotien by rating, or appointing to “rood job.” 


fiecormmen ! improved shysical workin, coalitions, such ae 
better lizhting, more officient ecuipment, more com 
sortubie chelrs, or the Like. 

Unecurace them to sugcest improvements in methode of work 

Take perscaal palne to be urea Ly pleasent to them. 

cUmpliment them ac much as posalble on the work they do 

gute well. 
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Questions to sak Vatty Crricers 


please cheek what you think ie ts beet anewer for each of the 
following, queetions. Answer eaen quection ae it applies te your present 
job. lf Lt bee no seek agplicotion, ther tiiue of sume ether job you 
heave had in the Navy vhere it did apply, or what you think le tre best 
ANOK OTs 


There is nc eteanderd “oerrecst® anewer to the cuectione. it ies 
planned te sompnre whet different reople in the Navy think about the 
aaee guepilongs. 

-.0ace do not tins ycur name to the pager. The following infor- 
metion will be helpful Lf? you wieh te piwa ite { have been in the iavy 
aGoul monthee i have been a petty officer etout monthe. 
iy ege Le - “y rate in » 1 om aseigd te Ue BaP Lent. 


x 








Your easwers «will be hendled cenfidentially and not shewn te 
anyone in tae avy other than the peracn making thin survey. They will 
be burned se coon es the anevers have been counted, 
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Le Un the aeverngo, which one Le more likely to davélop self-confidence 
in a pereon? 
Le _. “Thine ae Lt is ueually given 


ae _ GCriticiem an it is uaunily piven 


* 


* 


e “hich o these two types of mintakes ere petty officere more likely 
Lit make da @enhlin, with nun-rated wen: 

le Give tev much critici om 

2. Give too much praise 


7 


Se voritic.iem, Li order to af as conelructive as scomoible in ite effeete, 
should ucually be directed toward which of the tollowing: 


ie The purotimdibly «FY the @en 
i The werk or ecia of the wan 





4, “reieve, in order to be ar conatructive as posritie in ite effects, 
shoul: usually be directed toward which of tos followings 
i, _____, Phe pereenality of the man 
fe the work or acts ef ths oan 


Se in order to have the beet effect, should criticise uewally be 
Bpectl tis or general 7 
ie pecific 
Pe “eral 


&. tf non=reated een are given well-founded vrais’ ao freely ac they 
are given well-feunded eriticiem, to what extent, i. eny, ia it 
Likely to meve them expect special consideration cr advancesent 
befurse they ere entitled to it’ 


u 1% will very rreatiy increeee their oxpectetion of 
special conelderation before tney are entitled to ite 

ae It whil increase their expectetion considerably. 

% ~ Moderately 

du, Slightly 

we It wilt not increaso thelr exrecbhetis 


; ; n of special cone 
aideretion before they are entitled to Lte 
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2 petty orticer te give reprimend 
legve the nonereted man more Line 


tereated ant @athusiactic then betore, rather than resentrul and 


oF man ie mero Likely to be Petes 


Le gleays pemei bie. 
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The more conscientious san 


antarconistic? 
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The lees eocvectentiousc war 


Wei a petty cfrieer 
iP any, should he try to mention eomething praiseworthy et the sxaise 
time? 


Z, 
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% 
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to what extent ehould a petiy officer "meke an @ 
rates wen by bei 


% 
4.ne 


1. 


Ze 


> 
h. 


4% whut time of the day La it usually beet. to sive @ See. 


Te 


ALN ays 
Jowe 1} Xx 


: 


- 


e criticieing & gan'e werk, 


Shout hal? the time 


fare! 5 
Teer 


hae tone something wrenc, to what ertent is it necessary 
unke him adpait hie Poult in order to get bim to improve? 


_ tin elvays necessary. 


8 Agi a he alia 


ee 


ee ee 


AG eel, er te, 


Uoue ily 


‘hout half the tine 


wrely 
“ever 


cyer=spevrere for 


t SS SRS a 


other non-ratad men? 


on iw wees 


(hee a = CORR “IR 


rreguently 


“ecastonelly 


tare ls 
sever 


Aa nonerated man? 
£% the becinning cl the day 
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a a 


tidday 


_ Cloee ef the day 


% 
the ewe o: Wie Gore, effect upon 


reprimand 7 


tn 
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vhat extent, 
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ancle" of seme non- 


a 


oriilelos 


it advineble for petty officers to tease and joke with nonerated 
woraing for them, curing working, nours? 


Always 


_ Uousliy 


0 Se ae 
Stee i ao 





Rarely 
Lever 


inet extent would it be suitable Ler « petty cfficer to accept a 
loen from one cf hin non-rated men, to be renuid within « Movth or tro' 


Frequently 
imeem Qocasions! ly 
‘erely 
‘over 


1S. 


\7« 
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22 


shen non-rated men are being inetructed by their petty effliceres, 
whieh of the foLlowing things are the non-rated men most likely 
to do? 

- | Ap tou many questions 


ee _. Age too few queetions 


Which of the following Le the moat frequent cause of rnon=-reted men 
askin, boc many Questlonag wen o8i:neg inetructed by thelr petty 
offPieere? 





Le iney want to show toerr Interest. 

co so They have not een payline clove etLtention. 
pe _icséD YY @re unintelligent. 

‘. _, Pie inetructions have sot been wads clear. 


Whieh one of the follewiar Le the ~ost freivent cause of non-rated 
wen seadcing too few questions wien being lustructed by their petty 
offieers: 





ie fhey do net realize tasir need for sore domplete inetructicu. 
ae ty they do not waat te geen unintellilsent. 

De Chey ko aot want to bother tieir petty offieer. 

fee “hey ‘nve not heen osayine attention. 


bhich of the followin: tyses of errors by a non-rabted man Le more 
jikely to cause a petty of ficor to fees irritated’ 

1. ___,. An @rvor due te a mistake in judgacat 

Ze An errer cue © a wrong Bobive Cinbvention ) 

low Often ro lt adviaable to give a non-rated men credit openly for 
his suggestions thet are sdopted in hie division? 





lL, piwaye 

fe ee, wemily 

Be About hall the time 
ue nareky 

0 i6Yor 





wniea one ul the Dellowlugs Le the best reason ior giving a nonerated 
man credit openly for his suggeatione which are adopted? 





le _ $0 Shaw vast you are a Lulreminded setty officer 
an ~— Yo reward the nonerated san 
%% Lo @timaulate the analtiebive of the nhunereted “ean 





WnALch type of main ie llxely to have better morsle on the job? 
1 __.. “ne who feels Ghat be is still improving 


de Gneé who feeie tiet he has practically resched the 
Limite of hisprovenent en hie preeenat job 


nen a petty of fleer le discumaing conteapiated clans with his 
nune-ra vel man, which type of nererated man ie sore likely to be 
helpful? 

i. rhe type wiilch points out tne advanta es of the plans 

te ime type which polntea out the claacdvanteges of the plans 
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fo what @xtent is it a geod thing for a petty officer to be in 
dcubt regarding the character, scope and limits of hie responsi- 

a $ } po 
bility sand authority? 





Li it is aiweys a mocd thinz for him to be in doubt. 
2. ____. Usually 

Se ss CADOUt half the time 

Lhe Zarely 

or —-- saver 


fhich non-rated wen are more Likely to ¢ive good rasulte? 
c. Nonemrvatec men with everage ability under the supervision 
at a petty officer with better than average lesderehip 


ability 

ce, Onierated men with better then average ability under tne 
GuUpePyieion of @ petty officer + lib avera,e leecerehip 
ability 


um tne whole, aré uen-rated men more likely to develop too much or 
toc Little eela-cani idence? 

Le Too much 

as | _ Tow little 


wniei, of these two qualities is more Likely to be ninderad by oe 
@oaing cL Year? 

Le es pendeabi lity 

ae inh Lagtave 


10 whet extent is it e food thing to deliberately allow a non-rated 
man to meké s miectuxe es a means of trelnine the neomratec man? 
Le frequently 


Ze wecuaionaily 
% a jare Ly 
i, “ever 


Pe i nohe ote 


ich ot Uheue tee comotinationa is usueily to be wreferrad in a 
povvy ofa.ceri 
te Unuounl initiative and averag® cooperation 
Qe ___, UhUBUm. cooperation and average initiative 


Mhach o. Une three rolionin types of petty cLiliceros is mest likely 
te gel the best resulite’t 

Lene une who is uniformly exacting ae to die@éioline and 
proper wabhede of work 

we who Le unirormiy lenient 

ne -hw is Lamient el gone time ent exacting at other 
UL 3 


are pelty oi. facers generally more likely to give too much or tee 
little credit to their rowereted wen Yor the suceess of their division? 
ka foo much 


TN 
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Are petty officers senerally more likely to vlate too much or too 
Little of the blame on their non-reted Gen for unfavorable resulte 
in their divielon? 

Le Tow wuch 


mend 


2s a Yoo lattle 
To what extent do yeu think that eritician ct’ exietine methode and 
contisions by a mulated wan ie @ reliavie evidence oc.’ venulne 
dissatisfaction and disioya:ty to the petty officer? 


~ ALWey 8 

28 cee, USumliy 

~~ about halt the tines 
4, Barely 

de _ iever 
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in the absence of his imeciate superior, wimt shoul! a petty officer 
au gyoul making decieiens cof the type which hie superior La accuse 
teomed to wakes 


a _. eter such matters to a elill higher authority 
ce i ese the decision himeelf 
pe “¢7 to avoid am decision until his iLeveediate superior 
~ returns, even tFhough the wore wiil probably surfer 
mn i:ttle 


io the @ ip friGuloen betwean tro nonerated men in the division wrish 
might lewer the avrale er the etandards of work, should the petty 
officer try to Lron out thelr dirficultitest 

die Alwaye 

ie Jouglly 


ye AvORG nail tre time 
4 ° —_ vida z = Ly 


li a petty officer nelpa non-rated men in their wore during rush 
veslo@a, whien is more likely toe be the effect upon their respect 
and regard sor nie importance? 

ie sso Lemeoen their respect and regere 


aa 


Zs ‘oe deepen traeir reepect and regard 


| 


[fv e petty officer dleagreesa witn sows definiteiy settled policy 
Oo, tie divielon, to what extent should he rfecl free to divulge his 
Opanion to hie non-reated men7 
Le 79% at ail 
Le Unly to nonerated mon with good judgment 
3 \9 he wigher, as lon, as he @axer clear that it te 

ids personal Opinion 


| 
: 


TO aha oxtent ia Lt edviseble for a pelty officer to Beke DLECUT 
criticiave of his vredeeecssor to his non=rated -en, asawning that 
eritisiome are justified? 





Le stwaye 

Ze Usually 

De About half the time 
4, Rarely 

we —_~ fever 
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Vrould nénesated wen be encouraged to dlecuns their persenal problems 
with someone? 

Le They ehould be encouraped. 

Le Shey should WoT be encourapetie 


If a nomerated man hes to put up eith some irritation or handicap in 

hia working conditions, about whieh nothing can be done at the present, 

which ia ueually the better thing, for the petty officer to do when 

the non-Prated men brings wy thie problea for diseuselon with him? 

le Admit the importence of the problese and explain Ubat 
nothing can be done at present 

ae Sry to prove that the problew ie not laportent to the 
nonerated man 





it eo none-rated man goase to pn petty ofiieer with a triviel cemplaint, 
which of these two procedures is usually the better? 
Le @1) him franaly that hle comlaint Le trivial 
ae Allow him te feel that the petty officer coves 
net scengider hie complaint triviel 


if a non-rated man poes to a petty officer with semethiag he tLinks 
he important and the petty of flicer dows not agrev xlLih him, should 
the petty officer invite the nomerate? san to take it up with his 
Givielon officer slLreet? 

le Yes 

ce “o 


if, without consulting the petty officer, one of his nenereted men 
goee directly to his division officer with a probles, what action 
should the petty ocffieer tane? 


le Tee AL up et once with the nenereted Gan 
Oe fake it up at once with the efficser 
3. wit, until the matter is brought “eflicially” to hie 


DO RA AR LE LP 


attention «either by the nonerated “en er by the officer 


tHich bag the woret effect on morale of a division? 





le To place a man on report when the other men in the 
divieion think that the offender shoulda ..V be siaced 
cn report 

ne To ACT place m Gen on report when the other men in 


Ue dividhen thiuy thet the offender should be pleced 
on report 


if a divinion ofticer directs a vetty offieer to heave one of Kies 
1on-rated wen revort to him ai a specified heur, should the petty 
officer tell the non-rated man the reacon for the Gréer? 





i, Always 
2 Jausliy 
ao i, PbaRL half the time 
Ae Warely 


priate thar epmaati aie 
ee 


ever 





Ay, 


ee 


42 ? 


| ho, 


ie 








o3 


what type of competition lea usually more stimulating to a man? 








Ls Try to beet his own previoua record 
2» Try to beat the record of a fellow worker 
4 Try to beat a quota standard set by the petty cfficer 





ehem there le a tough job to be done, should the petty offleer 
coneider how if may affect the nonerated man before he telle him 
ta do the job? 





-» . Alwaye 

ine Ueowal ly 

or About helf the tine 
dy ‘arely 

an _ Tever 





hen you give e man a nev job, de you explain it, to him carefully 
belore he eterte the joo? 
le ilweys 


Be Jeasliy 

»™ About half the time 
h, Maroly 

or ‘ever 


Are you interested in the walfnre cf every one of your men? 
lL. Yes 
Le We 


ri 





As lon: ge your men Keep out of trouble when on liberty and zet 
beck on time and eacher, is it worth your while te be interested 
im what they de when on liberty? 





le Always 

ae Uetuel Ly 

Se Kbout half the time 
te Reroly 

Say Never 





Yhon a man hee done ea good plece of work and deserves praige, do 
you think how he wouid Like to be told about hia good work berore 
telling him about it? 
le Yoe 
nan ia) 

| RENAMING GS a 
hy nn, ME Limes 


MS you thins that 1. you praiee « wan for a good plece cf verk he 
will be more productive on jebe you assien him in the future? 
Le Yas 

ART Nea Radaneinats 


ee HO 
APY ean RAN pnd 


hon e man hee done sulething wrong and mast be told about it, do 
you always definitely tell him what he did that be is being, bawled 
aut fort 

Le Yes 

os» Ri) 

vr  ‘gotetimes 


f7 
tx 
e 


After you have bawled 6 man cut for doling something wrong, do you 
ahow him how to avoid the error in the future t 

~ Yes 

Ce NO 


Would you vather eriticise your @en than to praie@e them to their 
faces? 

le Nathar eritisiae 

Ce cee, POUCH prakeao 


To what extent 4o you actunily give reprimands or cribticiewe in 

such & wey ag to Leave the nen-rate: ean wore interested and en- 
thusiastie then before, rather than reesauwtiul and antaconietic 

D+ “ae Always 








Ce Ususily 

Be About helf the time 
ee Rarely 

oe ever 


| 





Te whet exbent dc you give conetructive eritialiasc to a noneraled man 
in the preeen e of his chipmates, when sueh criticiem might pessitly 
be more or lese embarraaci ne? 








de 7 Always 

Ze veuel ly 

ae ‘bout half the time 
be warely 

re . Hever 





To wheat exte.t do you greet in the merning all of your non-rated wen 
within normal distance or convenience? 


de _,, Aways) 

oe Joual ly 

4 About hal? the time 
tt, a Rarely 

we sever 





Lf you ere GBVLUUSLY ehecking up on a non-rated man'o work, what 
usually do you make your reaeen OLIN) to be? 
Le That you are checking up to eee whether the non-rated 
von hag the proper kmowledge and skill 
% That vou ere checking up to gee whether the non-re ted 
fan in workin, conscLentiourly 


4, 
2 


in correcting a nenerated man for a misteke, do you ensue, wher 
proof in lacking, thet the non=rated man made the mistove delib- 
erately or becauer Nie Judgment was poor? 

i. Thet Lt vas deliberate 


a _. That the nen-reteti san used poor judgment 


Shen laying down rules, how often do you cive ressons for these rules! 
he mach oftener then ic neceseary 

fe | A little oftemer then is necessary 

Je Suet abeut ae orben ae J esheuld 

A little lese than 1. ahould 


w 


4, Much less than i sheuid 





62. 


83. 


ge 
Mai 
od 


if a non-rated man wante to try out a new methed which you feel pretty 
eure will not work out #0 well, do you ever let him try it out anywey? 
le I let him try ite 

2» I do not let him try ite 


to what extent Due you invite your non-rated «e1 Lo expreees their 
opinions of the plans and rethoda of the division? 

le Mush more than i should 

Ze A little more then I should 

About as much ae I should 





4, A little leas than { should 
ls Much lease than ¢ should 





vow often de you deliberately alloe a nonernted cman to make a micwite 
as a meana ¢f trainine hin? 


le  Frecuently 
2» Oecaalonally 
4 * Rarely 

é * (ever 





fo what extent do you believe the petty officers are a part of the 
manarenent gproun of the ‘avy? 





Le They are ali definitely a part of management 
Ze Only chief petty officere are a cart of sanagenente 
5° Only a few at the petty officers are a part of senageunnt. 


4 None of the petty officers ore a part cf management. 


to what extent do you think an effort is made by the officers to 

mace the petty officers feel they are 9 part of the manngement of 

the avy? 

le an honest effort le made te make them feel they are pa 
part of managetente 

es There in some effort made. 

3 Very little effort in made. 

4. No effort La wades 


fa what extent La the necessity Cor rules and orders exninined to 
you at the time they are issued te you for tranmaittel te your nen 
rated nen and fer comrliance? 





Le “herr necessity is always explained. 
a tometimes 

5 ry ” “ai dam 

4. Never 





To whet extent are the rulen and ordere theaselves exclainedé te you 
et the time they are inmsue’ te you for tranamitteal to your non-rated 
men and or compliance? 





is They are always expleined. 
ee | ome tines 

De “eldom 

{be Never 





4% ie recopniged that much of the umterial published by the 
‘avy doce not reach el] peracnmel nor ia of interset tc them; however, 
please list below the Javel publiestions, tocka, orders, letters, cte., 
that you consider centaiy the rulee end rezulatione thet govern you on 
your ich. Algo, Pill in the form completes 


famea of the publieationse, : 
bocks, letters, orders, etea.: 


, 
é 
§ 


Dn a, 


About when did you: About when did you last 
Last read or study! diecuse appropriate pub- 
ite : lieeations with trove who 
: work for you and whith 
$ concern uhem. 


~uestionn to Ast Non-Neted sen 


ilease check what you think ic the beet answer for gach o1 the 
Pollowing questions. Answer each question es 14 applies te your present 
job. if 1t hee ne such appliention, think of some other job you have 
hed in the Vavy where it did apply er give your present opilnione 


There is no standard “correet* anewer to the questions. It is 


planned to compare what cifferont people in the Navy think about the save 


auea ti ori Be 


Fleage DX NOP alym your nemo te the papere The following infere- 
motion will be helpful i. you wish to give 1%: I have been in the ‘yy 


about monthe. My age is oo. iy rate is + io 
ageLsned to _ Separtaante 


Your anowere will be handled confidentially and not etawn to 
anyone in ithe lavy other than the peroen making thie aurvey. They wiil 
be burned as soon es the anewere have been countede 





Le On the average, which one ie more likely to develop eelf-conridonce 
in a perscnt 
le Praiee an 1% is umelly given 
Ze wrhticiem as 4t Le usually given 


ds lhich of these two types of mistakes are petty officers more likely 


to make in dealhry with non-rated men: 
le _ VEVe $00 much critician 
a Give too much preieve 


de vuriticien, in order te be as constructive as possible in its effecta, 
eahould ususlly be direeted toward whieh of the following: 
le The sereonality of the men 
fe Ko work or acte of the man 


he Dralse, in order to be as conetructive ae possible in ita effecte, 


enould usueliy be directe!d toward whieh of the following: 
Le The personality of the man 
fe The work or atte of the wan 


Se in order to have the best effect, should criticien usually bs 
enecifie or general? 
le “peck fie 
2. Seneral 


G6. If non»rated men are given well-founded praise ae freely as they are 
Riven well-founded criticiem, to what extent, Lf army, is it iikxely 
to make them expeet enecial consideration or advancement before tiey 
pte entitled to 


te wilt’ very groatly increase tueir expectation of special 
onsideration befere they are entitled to ite 





Ze Tt will increase tholr expectation considerably. 

?* ~~ Moderately 

he Slightiy 

Sr Tt will not Lnereane their expectation of apecial!l consider~ 
—  6%Lon before they aré erititied to Lt. 


9. 


LO» 


$8 


\o what extent ie 1t poselbie for a petty officer to give repriaand 
or criticiam in such a way as to leeve the non-erated man sore ine 
terested and enthusiastic than before, rather than resentful end 








anteconi stis? 

he It isc alweys possible. 
we Jeunally 

3 About half the time 
de Hare Ly 

Se aver 





shich type of man ie more likely to be harmed by reprimand! 
i» The more conetLlentious san 
Ze The less conscientious man 





Shen a petty offleer is criticisins e man's work, to what extent, 
if any, should he try to mention samething praiseworthy at the 
gone time? 


le ——— Always 

ce Usual ly 

De About nealf the tine 
Le Rarely 

De Never 





shen @ man has done something wrong, to what extent is it necessary 
t6 mske him asailt his fault in order to get him te improve? 








Le it is ealwoye necessary. 
as Usual iy 

or Msout half the tine 

4 Ps Rarely 

*. _ Neyer 


To what extent should na petty officer "rake an example” of eome non- 
rated man by belng over-aevere for the sake of the meral effect upon 
the other norn-rated men? 

_ rreawontly 


| 








ee Coceaelonal ly 
Xe Rarely 
te fewer 





4% uhat time of the day is it usually best to give @e SUL. criticien 
to a non-reted man? 





le At the beginning of the day 
oe “idday 
Se Slove of the day 


Is 4% advieable for potty officers to tease and joke wlth nonerated 
men working, Tor them, durins working hours? 

le Alweys 

oe Jwual ly 

Rarely 

Never 


il 


14+. 


iS. 


L7« 


ele 


To what extent would it bo euitable for a petty officer to accept e 
lean from one of his non=rated men, to be repaid within a month or 
tro 7 

Le Fra ven tly 

2 Cecasionally 

ae Rerely 

Kever 


| 
| 


when nonerated men are beiny instructed by their petty officers, 

which of the following things are the non-rated men most Likely to del 
le Ask too meny cueations 

Ze Age too few questions 


which of the following is the moat frequent cauee of non=rated wen 
askine teo many questions when being inetrueted by thelr petty 
orricere? 





le They want to show therr intereet. 

Ze They bave not been paying close attention. 
e Thay are wiintollicent. 

ae The inetructiona have net been made clear. 





hich one of the Tollowlng is the moat frequent cause of non-rated 
men asking too few questions when belng inetructed by weir petty 
officers? | 








le They de not ranlize their need for more complete iLn- 
etructlon. 

on They do not want to seem unintelligent. 

ye They do not want to bothor their petty officer. 

hy They have not heen peying attention. 


whieh of the following types of errors by a non-rated man is more 
likely to cause a patty officer to feel irritated? 

he An error due to a mietake in judgment 

Qe An error due £6 o wronc motive (intention) 


Mew often is it sdvieable to ,ive a non-rated man oredit cpeniy for 
his euygestions that arse adopted in his divicionT 

Le _ Always 

6 ccwten, “Otel Ly 





oe » About heal? the time 
ls nareaiy 
~ Hever 





vnich one of the following ia the beet reason for giving a nonerated 
man credit crenly for hia surgestiona whieh are edopted? 
js To shew that you are a fnireminded petty officer 
oe To reward the non-rated man 
Xe To etimulate the Llnitietive of the non-rated man 
( 

bhich type of man ie likely to have better morale on the job? 
1. One who feole thet he ie still improving 
Ze mn, IO Who Peele thet he has practically reeched the 

limite of improveuent on his present job 


2X6 


2h 


aoe 


27 + 


28 


“Ze 


LOO 


when a petty officer is diecussing contemplated plans with his non~ 
rated men, which type of non-reted man is more likely to be helpful: 
le The type which points out the advantages of the plene 

oe The type which points out the dievadvantagea of the plane 


To wheat extent ie it a good thing fer a petty officer to be in doubt 
regarding the character, scope and limits of hie reepcnelbility and 
authori ty 7 











le it ie alwaye a good thing for him te be in doubt. 

ae Usue lily 

Se About half the time 

4. Rarely 

Se Never 

khich nonerated sen are more likely to give good resulta? 

le Non-rated men with average ability under the supervision 
ef a petty officer with better then average leadership 
ability 

Ze joneraeted men with better then averase ability under 
the supervision of a petty officer with average ieaier~ 
ehis ability ; 


On the vhole, are non-rated men more likely to develep too much or 
too little self-confidence? 

Le T6O uch 

Le Too little 


Which of theee two qualities is more likely to be hindered by 2 
feeling of fear? 

L. — __,. Mepondability 

Re InitLative 


To what extent is it a good thing te deliberately allow a non-rated 
man to make a mietalke ao a meenn of training the norerated men? 





Le Freavuently 
Je Cecasionally 
Se Rarely 

be Never 





vVhich of these two combinationa is usually to be preferred in a 
petty officer? 

le Unusual initiative and averass csooperetion 

zy Unusual cooperation and average initiative 


Which of the three following typea of petty officers is most likely 

to get the beat reeulta? 

Le One whe ie uniforaly exacting as to discipline and proper 
methods of wark 

oe One who in uniformly lenient 

Je Cae whe is lenient at some times and exacting at other 
tines 


Doe 


34, 


LOL 


Are petty officers generally more likely to sive toc much or too 
Little credit to thoir nenerated men for the succese of their 
divislon? 

le Too woh 

Be Too little 


Are petty officers ceneraily more likely to place too euch or teo 
Little of the blame on their nonerated men for unfevorable results 
in their division? 

le Teo much 

Ze Too Little 


fo what extent do you think that eriticien of exleting methods and 
condi tiona by a non-rated man ies ea reliable ovicence of genuine die- 
matisfection and disloyalty to the petty officer? 

le Always 

Le Usual ly 


ae About half the time 
i. Rarely 
% Never 





in the absence of his immediate superior, what should a petty officer 
de about making decielone of the type whieh his superior is accun- 
tomed to maxe? 
Le refer such matters to a etill higher authority 
Ze Mexe the desision himself 
3 fry to avoid a decision until his Llmmediate eauperior 
returns, even though the work will probably euffer 
a little 


If there ie friction between two nom-reted men in the diviaicn whieh 
micht lower the morale or the etandarde of werk, should the petty 
officer try to iron out their difficulties? 





he Always 

oe Uaually 

3° About half the time 
4, sss Raveoly 

Se __ Never 





[P a petty officer helpe non-rated men in their work during rush 
periods, which le more likely to be tne effect uson their respect 
and regard for hie inportance? 

le ~ 1° lessen their respect and regard 

ee To deopen their respect and regard 


Sa petty officer disegreen with eoame definitely eetiied policy of 
the division, te what extent should he feel free to divulze his 
cpinion to his non-rated men? 

ii fot at all 

Ce Only to non-reted men with good judgaent 

a = Ag he wiehee, as long as he makes cleer thet it ie HIS 
pernonal opinion 


pie 


AO. 


41. 


Ae. 


43, 


to what extent is it advisable for a petty officer to make DIRECT 
criticisms of his predecessor to his non-rated men, assuming that 
Criticians are justified? 

le Alwayea 


oe Usually 

Se About half the time 
4 Rarely 

5. Never 





Should non-rated men be encouraged to discuss their personal problems 
with soneone? 

le They should be encouraged. 

Qs They should OT be encouraged, 


If a non-rated man hae to put up with some irritation or handicap in 

hin working conditicns, about which nothing can be done at the present, 

which is usually the better thing for the petty officer to de when the 

non-rated men briags up thie problem for discussion with hint 

Le Admit the importance of the problem and explain that 
nothing can be done at present 

oe fry to prave that the problem is not important to the 
non-rated san 


If a non-rated man goes to a petty officer with a trivisl complaint, 

which of these two proceduree is usuelly the better? 

i. _ Tell him frankly that his complaint is trivial 

Ze fllow him to feel that the petty officer does not 
consider his complaint trivial 


{Ir a non=-rated man ;oes to a petty officer with something he thinks 
ie important and the petty officer doos not agree with him, should 
the petty officer invite the non-rated man to take Lt up with his 
division officer direct? 

1. Yee 

Ce No 


If, without consulting the petty officer, one of his non-rated mon 

goee directly to his division officer with a preblem, what action 

should the petty officer take? 

le _ ss Take it up at onee with the non-ratec man 

26 Taxe it up at once with the officer 

5 Wait until the matter is brought "officielly“ to hia 
attention either by the non-rated man or by the officer 


which has the worst effect on morale of a division? 

l. To place a man on report when the other men in 
the division think thet the offender should NT 
be placed on report 

Ze To NOT place a man on report when the other men 
in the division think that the offender should be 
placed on report 


aA, 


Ls, 


46, 


47. 


48. 


4) 4 
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If a division officer directs a petty officer to have one of his 
non=-rated men report to him at a specified hour, should the petty 
officer tell the nonerated man the reason fer the order? 





he Alwaya 

Qe Usual ly 

5 Ebout half the time 
4 Rarely 

3e Never 





shich type of competition is usually more stimulating to a man‘ 
le _. Try to bent hie own previous record 

2 Try to beat the record of s fellow worker 

36 Try to beat a quote standard eet by the petty officer 


When there ie a tourh job to be done, should the petty officer 
consider how it may offect the non-rated man before he telle him 
to do the job? 
lL. ss Always 
2a _ Ueually 
;° About haif the time 
° Rarely 
Se ‘ever 


when your petty officer gives you a new job, does he explain it te 
you cerefully before you start the job? 

l. Alwayea 

Oe Usually 

0 About half the time 

4 Rarely 

Se Sever 


te your petty officer interested in the welfare of every one of 
his meni 

ly Yes 

ce ig 

Do you think your petty officer should be interested in what you 
do when you so on liberty Lf you keep out of trouble’ 

le Always 

Ze ——— Usuel ly 

46 About half the time 

4; > Rar ely 

Se Neyer 


Whtn you have done a good piece of work end deserve praises, do you 
think your petty officer considera the way you would like tc be 
praised or told about it before praising yout 

Le Yes 

Ze No 

5% Sometimes 





a 
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Do you think that being praised about a good job that you do will 
make you do a better job on work you do in the future? 

l. Yes 

ae NG 


“hen your petty officer bawls you out, does he always definitely let 
you know what he is bawling you out for? 

le Yes 

Le No 

or Sometimes 


After your petiy officer has bawled you out for something, dees he 
show you how to avoid the error in the future? 

le Yes 

20 No 

x0 Sometimes 


Do you think your petty cfficer would rather criticize you then praise 
yout 

i. Rather critici2 

oe Mather praise 


To whet extent dess your petty officer give repriwande or criticiais 
in such a way as te leave you more intereated and enthusiastic tran 
hefore, rather than resentful and antagonistic? 

le Always 

oe Jeual ly 

Se About hal? the time 

4 Rarely 

De ——— Never 


To what extent do your petty officera give you constructive ecritici en 
in the presence of your shipmateasa, when such criticism mizht possibly 
be more or less embarrassing? 

le Always 

26 Usual ly 

or About nelf the time 

A Hare ly 

De Never 








To what extent do your petty officers greet you in the morning when 
you are within normel distance or convenience? 
lL. Always 


Qe Usually 
4% About half the time 
he Rarely 


-. Jtever 


When your petty officer ia OBVIOUSLY checking up on the work you are 
doing, what does his reason SEEM to be? 
° Checking up to see whether you have the proper knowledge 
and skill 
Ze Checkins up to see whether you are working conaclentiously 


“C9 


D9 
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When your petty officern correct you for a misteke, does it usually 
seem that they assume you made the mistake deliberately or tnat it 
was pocr judgment on your part? 

le That it wae deliberate 

Bs That you used poor judgment 


then your petiy officers lay down rules, how often do they rive 
reapons for these rules? 

Le Much oftener than is neceseary 

ae 4 little oftener than ie necessary 

by Just about, as often as they should 

4, A little leas than they chould 

Be Much lees then they anould 


if you suggest trying out a new method which your petty officer 
feels sure will not work out co well, does he ever let you try it 
out anyway? 

le He lets you try it out 

fe ie does net let you try it out 





To what oxtent do your petty officere invite you to expreee your 
Opinions of the plans and methoda of the division? 

1. _. Much more than they should 

oe A little more than they should 

50 About a6 wuth as they should 

Le A little lese than they should 

ar Much lees than they should 


How often do your petty cfficers deliberately allow you to maxe a 
mistake as e@ means of training yout | 





le Prequently 
Oe Cecacionally 
ey" Rarely 


Never 


il 
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Ov Au tsi S OF QUSSTIONS ASKED IW TRG EXPERIMPHTAL STUDY 
rer Cent of Per Cent of 
wuestion Answer 10-6 Rated Total Jon=-Reted Total 

1 1 G5 88 
2 5 le 

2 1 fia [3 
2 55 21 

5 1 an 12 
2 39 BA 

by 1 LO 28 
2 90 {2 

% i 33 63 
2 17 oii 

6 1 20 17 
2 23 29 

% 16 17 

4 19 0 

5 29 7 

7 l 57 27 
2 28 ahs 

5 24 ae 

4, 14 9) 

5 0 0 

8 1 83 C 
C 17 20 

9 L 50 4% 
2 ak an 

5 10 4 

dy 10 & 

5 6 20 

10 1 355 42 
2 2y & 

3, 10 8 

A 19 0 

< 7 42 


ee 2: ss j= ~—@ +e @& oe oll eel mel lll eel OOTlUlClCeOllllC lll eel lll lll ee eel eee eel Ce 
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inelyale of Suestions Asked in the “xperimental Utudy - 2 


Per Cent of Fer Cent of 
Quee tion Anewer lide Rated Total Non=-Rated Total 

Vi 1 5 ¢) 
2 52 29 

3 28 14 

44 35 3 

12 1 56 29 
2 20 12 

3 42 59 

13 1 3, A 
2 17 39 

5 25 22 

4 >/ 2 

14 i 0 0 
2 ¢ 38 

4 22 16 

L 71 Lé 

el 1 8, 13 
2 2 7 

16 i 22 2? 
2 27 ao 

y, 9 0 

4 i 38 

i? ) 58 §0 
2 22 ee | 

% LO ty 

4 10 hee 

18 55 4 
e &7 Of 

13 l 76 4O 
2 17 27 

i 0 15 

5 20 

§ = OQ 


mal aelrlmlmlUmelll lel be tec | a a a) 
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Analyels of juestions Acked Lh the ixperimental Study « 3 


Per Cent of Fer Cent of 
‘meation Anawer Number Rated Total JoneRated Total 

20 i Ls 25 
2 9 0 

3 76 % 

21 1 95 L909 
e 7 ?) 

22 1 41 50 
2 59 SO 

28 1 4 12 
2 LO @) 

2 5 0 

it 20 16 

e £3 We 

2h u 73 EG 
2 a 54 

ae i te SR 
2 S22 &7 

26 u 4&6 58 
2 Sh 42 

27 J 2 lz 
2 9, Ag 

y, 17 12 

4 28 34 

28 1 42 43 
2 35 67 

ay i 63 42 
2 7 L2 

5 28, 4é 

DO l 7 12 
2 G2 88 

>1 1 80 93 
a 29 t 
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fnelysie of Questions Asked in tho Experimental Study ~ 4 


rer Cent of Per Cent of 
Guestion Anawer uaber Rated Total Non~leted Total 
BO 1 12 12 
2 a9 29 
. 54 12 
4 14 17 
5 1 50 
35 1 a rs 
2 5 47 
9 16 s 
ah k 81 60 
2 i eo 
3 2 6 
dy Y 14 
s () 0 
35 1 7 9 
2 9% 1600 
56 1 40 e 
2 s i 
%, wr; aA 
Of 1 10 16 
2 10 B 
| 4 12 
dy 42 28 
5 Adi ae 
pe i BS £3) 
2 12 25 
59 1 31 64 
Z 19 56 
49 i 69 52 
2 4O 48 
AY 64 8&5 
2 36 17 
Ao 48 239 


a a ed eed 


Amaiyale of .vestions Asked in the axperinental Study - 5 


Fer Gent of Per Cent of’ 
wuestion Answer Hyaber Rated Total Hon—Nated Total 
Ay 1 63 56 
a 57 Ady 
hh i 25 26 
2 12 21 
4 2 4 
4 12 4 
5 KG A5 
fe a lt 39 
2 oh 22 
> 42 +9 
46 H 2 30 
2 24 29 
4 0 0 
ds 9 14 
i See —Se ok Bew- ti ae o Pie wa «a - & Yiu SS 
i l 90 2 
2 5 30 
% s 8 
4 0 8 
§ 0 27 
48 1 g35 aT 
2 & Ay 
49 i 24 13 
2 17 14 
3 10 0 
4 6 d; 
5 43 {0 
30 i 6&7 22 
2 Qo 0 
% als 7& 
51 1 98 96 
2 2 4 
52 96 61 
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hnalysie of Cuestions Asked in the 'xperimental Study ~ 6 


Per Oent of Fer Gent of 
wuostion Angwer “Surber nated Total Nornw-rated Total 
> 1 96 we 
< 0 26 
%, 4 22 
54 1 1S 61 
2 82 29 
ba } 29 26 
2 46 13 
% 10 17 
d, 5 L7 
S 0 af 
wt 1 13 0 
2 a. 14 
* 2 14 
4 Lo 72 
a) 59 @) 
~ i i 83 14 
2 53 {2 
2 e ¢ 
4 0 7 
= 9 0 
53 1 6 6t 
2 » 46 
ag 6 14 
2 94 86 
60 1 5 6 
rad 17 20 
2 67 32 
4 9 a 
= 2 ¢) 
61 1 {2 i 
2 28 47 
62 1 $s 
a 17 
; 62 1,3 
t s) 
5 1} 7 
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inalysia of \uestlions Aaced in the oxperimental Study ~- 7 


Per Cent of Per Cent of 
wusstion inewer Number Rated Total Xon-fated Totel 
E35 i { | 
2 AY 29 
? D> ys) 
dy 19 é 
A 1 835 
2 4 Ot 
bs > 
4 7 Aexed 
65 1 51 
2 ee Not 
M4 b/d 
hy 10 Asked 
66 1 te) 
a 36 vot 
4 L2 
4 7 Aeked 
57 pis) 
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rublications Listed by Petty Ufficers 


as Containing Bagic Rules of the JJevy, 
Grouped by Rate of tne Petty Officers. 


Tanne 
Hospi talmen 


fll Usnde Magazine 

Our avy 

CLreuler Letters of BuMed 
couree Books 

rlan of the Day 

Medicel Manuals and tsooks 
Bluo Jacket's Manual 
Bulletin Board Notices 
Nevy regulations 

Bulrers Manuals 
Correspondence Manuals 
Uniform Regulations 


“torekeeners 


Bu S&A Manuel 

Alnevea 

All Hands Megazine 
Se%.A. Editors #anuel 
Navy Regulations 

lub. Intormer 

9th 1.5. Neweletter 
Durers Manual 

Travel Instructions 
Monthly Bulletins 
Jircular Letters 
Stendard Stock Cataloue 


Shin's jJervicemen 





All Hands 
Daily Work Shest 


7emag e Centrolmen 


Articles for Government of Navy 


Stetvion Plan cf the Day 
Fersonnel mean 
Blue Jackétea anusl 


Times 
Gur “avy 


Number 
Mentioned 


" listed publications. 


te er et et be ee AD ee ee A be ND 


5 lieted publications. 


beet pet pe pet AD pe pe ROS ee AD 


1 lieted publication. 


h 
1 


1 listed publication. 


h 
1 (week age ) 


1 listed publication. 
1 


] 
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‘ane 


Telemen 


Navy Regulatlona 

Uniform Reculations 
Communication Instructions 
Yarlous JAsAP 


oT 


412i Hands 


Training Bulletin & Manual 
Bontewain's Mates 


Apprentice Seanan's Manual 
tiue Jacket's ‘anual 
Course Scoks 

Manuals 

A to & 


Articles for Governzent of the Nevy 


ALL Yands 

Circular Letters 
Stevedoring & Rigger 
Knivht's Seamanship 


Luartermasters 


Blue Jacket's Manual 
ALL Uends Magezine 
Naval Training Bulletin 
Our Navy Magezine 


Commi ssarymen 


Ail Hande Magazine 

Cur Navy Magazine 

Altievea 

NavaActs 

Sircular Letters 

Memos of TuperLlor Crricers 
Commiggary Bulletins 


#etal emithe 


Artificers Roo! 
er se Rook 


Requirewents for Petty Officere 


2 Lad. thie Aen 


Sent-annusal Bulletins 


waber 


1 listed publication 


a oe ee 


2 listed publications. 


1 
Fe 


4 lieted cublications. 


rt ed et fet pe pe Do 


1 listed publication. 


aed cel cell 


7 listed publications. 


m mm Ae Phd 


1 listed publication. 
a. 
1 
l 
1 listed publication. 
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Vane 


Yoemen % listed publications. 


Bubers Henual 

Navy Department Sulletina 

Burers Cilreular Lettera 

Uniform Resulations 

General Orders 

Alvave 

Navy Trevel Instructions 

Correspondence Manual 

All iiands Magazine 

Navy Regulations 

Manuel of Qualifications for Advancement 
In Rating 

Courte & Broade 

“tling Vanual 

Inetructione for Recruiting Service 

Training Courses 

Yavy gest 

Court Martiel Ordera 


sunber 
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The Conference and Conference Leader 


& fer suggestions for tne conduct, of the conference and for the 


@istence of the conferenco leader may prove helpful. 


= 
>| 


| The mest effective training for preeent supervisors ia thet 

| in whieh the judgment of men who are experiencing probleme on the 
job in pooled and developed. for thie purpose, actual case me- 
terial ic needed. After a class is well launched, it is ueually 
not difficult to get the men to bring up setual cases for discuse- 
sion. But, at the outeet of a course, a preliminary step is to 
find some other methed of centering attention on relevant facts. 


“any discusreions of how to cenduct a group conference have been 


written. The fullowing outline was published in "Trinclples of Perreonnel 
* ® 4 t * ay “ “2 
Adminietration,” a text prepared by the U.S. Yavy Supply Corps School, 


Jeyonne, “ew Jersey, and is ase convenient a listing as hes been seen. 


¢ 
a 


GCAcUS CONPSAOUES AND YON To CatDGeT TEM 
CO NR EET A NE I NN Re RC Re 


First ater in planning a conference is to be sertsin you 
have & justified purpese in arranging it. 

Ae Definite problem to be discussed. 

| B. knowing thet conferees can contribute to ite soiutlon. 
OG. Knowins thet the solution of preblem is worth the time 
| of those who attend. 


Il. Have a conference plan which has been reduced to writing. 


A. Outline form most desirable. 

3e Should include thoughte for introducing the problen. 
Ge Liet pointes te be discussed, possible questions to be 
asied, and anticipated concluegions to he reached. 


| Iti. elect the people to attend the conference who can contribute 
to its solution. 


Ae Do not keep opposing factions from the meeting. 
B. No conference can be suecessful unless individuals 
who represent every different viewpoint are in attendance. 


| [¥. fnysicel arrangerente important. 
A. Make arrangements for adequate opace well ahead of time. 
B. Yrovide esufficlent chairs. 
CO. Utilize blackboard facilities if availabie. 
De wotify conferess in advance in writing. 
je Start the conference on time. 
F. Frovide for stenograrhle services. 


Lyersonnel Adtinistration, Paul Pisore and Charles A. Myers, pe LO. 
“rinciples cf tersomne! Administration, J.°. “avy Supply corps 


Fenool, pps Vij~l and 2. 7 





Ve The leader of conference iaust conduct meeting in fair, 

| impartial, openminded manner. 

| Ae Avoid attitude that you won't iearn anything from othere,. 

| Be Diopel the attitude thet you are right and no cone can 
change your opinion. 

Oe Den't aesume that you are going to be done en injustice 
by others et the conference. 

De Wake certain that the blame for any action is not focueed 
on any individual. 


VI. keep the principal subject of the conference on a steady course. 


Ae Avoid letting the distussion get cut of hand with non- 

| related topics. 

) 5. Son't let a maze cf details haze the important problema. 
J» Meke certein that all hande contribute and not just one 


or two who like to talk. 
i Leader rhould say very little, let the othere do the 
talicing. 
be Listen very closely to differences of opinion. 
1, Sometimes differences can bs traced to the use 
oy some words with varying meanings. 
ae Sometimes differencee are based cn pereonel 
suscicionna and resentments. 
5. The differences may be only on minor rather than 
Major ltomse 


VIL. Go not bury controversial Lecucs by getting apparent agreenent 
cn nicely phrased peneralities. 


Vili. Leader chould use well-timed questions in directing conference 
ty stimulating thought end encouraging conservative individuals 
vO parbicipoatse 


IX. Avoid embarrassing individuals by putting direct questions to 
them unless you do not understend something which they eaid,. 


Xe At intervala nake a summary of the discussion ag far as it 
has progressed. 
Ae Yhio eliminates watters already diecussed from being 
repoated. 


Kie Arrive at conclusions and make certain each one in attendance 
knowe exactly what has been accomplished and what each one must 
try te accomplish in carrying out the solution of the problem. 
A written swamerizatien of the cenference should be distributed 
to all who attended the canference Lor future reference. 


Reference: ~ “Practical Jupervision," ralmaer J. XAalseur 
The following notes have been taken fron "lluman Nature and 


Management," by Ordway Tend, and seem desirable for consideration by cone 


L1S& 


119 


who hae the task of leading a conference: 


o » « #e find avelleble a large body of experiment and experience 
with effective methods of which use can be made to bring group 
thinking to much greater usefulness than is usual today. 


Thess requisite conditions may be ilsted as foliowe: 


1. Have the group the right gize--siell and compact. 

2. Select its members to assure the voicing of every 
important divergent point of view on the question 
under discussion. 

4, surround the group with the right vhysiee! conditions. 

4. Protect it from interruption. 

Se iiGit vhe length cf ite seesicne to a Sairly short 
period--usuaily an hour and e half is leng encugh unlese 
the members are well disciplined in consecutive thinking. 

6. Assure the right preparation for the meeting by using 
on advance agenda and memorandum of factusl] data. 

7s Select the rlzght chairman. 

8. Have him understand the suecersive steps necessary in 
facilitating the precess of bringing divergent views 
inte harmony. 

9. have him recognise the typee of intellectual and emotional 
complexes which he may confront among the individuala in 
conference. 

10. Use the best possible method for registering decisions. 

ll. Adopt some syeton for recording decisions and tranesitting 
them to other affected groupe and persone 

le. Recognize the limits upon the nature of the work which a 
sroup as such can doe 


Up te a point, the group's elize may be dictated by the neces-= 
sity of representing important differences of opinion--either per- 
ecnal or funetional in character. ‘fut thie would net normally require 
a grour of mere then 15 peracns, which is as large as is ueually 
devirable unless there is e remarkably sxilful ¢heirsaan who can keep 
as many ae twenty people really involved in the diacussion. A dozen 
people or lese is ordinarily the meet effective mumber. . . since 
the whole idea of group activity is to bring harmony and unity out 
of divergence and conflict, tho recognition of conflict should not 
be looked at eskance. Une unique element in the use of groups for 
Geliberation is this emphasis upon the yalue of different points 
af view and even of different purpeses. 


The Agenda. Preparaticone for the meeting, should include ad- 
vance notice to all as to what in tc be discussed. Cn some matters, 
an advance memorandum of all the rolevant facte should be distrib- 
uted es well. Oomplete accoas to the fects, proliminary knowledge 


'Human Nature and Management, Ordway Tead, p. 190. 
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of the lissuese=-these are vital pointa if tise in conferencea is 
to be esonomized and soundnese of conclusions ia to be assured.! 
. Limits to Group Action. It ie probably true thet the use of 
groupes Tor creative deliberation haw beon retarded by the tenp- 
vicn to expect too much of them end to overextend their field 
of ectivity. If group action le considered by executives first 
and foremost an an educational medium and secondarily er a policy~= 
or metncd-creating agency, the best results cn both counts will 
) be secured. 


| There ere many texts availabie which discuss the group confer~ 
ences, following is a Liet of a few that will be worth while for the 
conference leader to peruse: 


‘hacen: Nature and Management,” by Ordway Tead 

"Production vonference,"” by Jack Wolff 

“How to Suverviee bPeonle in Industry,” by Chap le and Wright 

"How to Train Supervisors,” by Re ov. Theciman 

“Oonference Leadershio in Business and industry," by fe 5. 
iannaford 

"Vandbook for Discusaion Leadere," NavPers 1697SA, U. S. savy 


ee So ee... 


several principles for getting along witn people have heen 


enumerated by Or. 3. A» Hamrin, which sheuld assist the conference leader 


| in keeping in mind the purpose of the conference and what it is desired 
to impart to the petty officere. These principles are: 


| le A Wise supervisor is friendly rather than aloor. 
| This quality comes from knowing and understanding 
| other people. 


‘i wies auperviser is helpful ratner than critical. 
Avoid the feeling of supericrity and inferiority. 
Approve ten times to every single disapproval. 


no 
e 


>» The wise supervicor exercises leadership ratner than rorce. 


4, The wise supervisor is a colleague rather than a boss. 
Develop the sense of belonging. 


5. The wige supervisor promotes cooperation rather than conflict. 


ON 


The wiese supervisor upgrades rather than imports. 


Luan Jature end “anagenent, Ordway Tead, p. 191. 
2Tbhides ppe 195-196. 
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The wise supervisor promotes understanding rather then Llesuing 


directives. 
Let others unmleretand why we have rules. 


The wise supervisor imiunes confidence rather than fear. 
The vise supervisor rewards on werlt rather than favorition. 
Tne Wise supervisor is more concerned wlth persons than with 
things. 
A good tect of the leadership used ine whether the pride 
amt satisfaction of a group Ls in the equinment, or in 
tne neople who use the equinment. 


it will prove helpful to the participants as well as to the 


conference lender if, during a conference, a blackboard is used with the 


following headings written on ikt 


we 


__cojective Obstacles | Solutions 


Then, an the ooints are mede or solutions reached, they can be listed in 
the proper column. This provides a ouamary of wnat has been done am 


, 3 
sho“vs whet ie uifinished as fur as the conference is concerned .* 


— lbecture to clnes in “ducation 0-136 by Dr. G. As Nanrdin, Yorthwestern 
Univernity, May 19, 1045. 
2Produetion Conference, Jack Tolff, ne 54. 
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MHECK=LIIT FOR DPsmeszaN LWeapensl 
Preparation 


vere mombers notified about meeting time, plece, and topio? .cevsene 
Yere the physicel arranroments right for good discussion? .eseccece 
did I propare an outline for the ai seussion? SPoeceeseeeeeaneetesae 
Bid I provide sufficient backereumd and factual matorinl? eccsccnee 
Vere the visual or other aide in place and ready Por use? StF OC ZO be 
Was &@ friendly, cersonal atmosphere develoned before the 

eiacussion started? SCOSEHTHESC HES ESSHSHEEHHE HES THER OHSEOH HEH HPOREH EOL HREDS 


Leedinge the Discussion 


248 my introduction stete the tonics? ..6-+. vJefine the 

areas for discsusmion? eeseeo “e@late them to the interests 

ef the group? COFSTEDROOTHOCHEHEHHETEFSE EH REOHSHER CERES CREEL OH EKESEHES 
“ag 4% $20 long? Seeseeeweoecoeoneveece#e Geoeaee sede gee eoesesaseseecervereseegp ee e020 t& 
Did 44 insure thet the gfroun had enough informstion on 

which to base the discussion? SCROvmeHHHCKEEROERENRTEH LATER HSCES LCE RCE HES 
Did the rroup come rirchkt into the discussion aMer the 

introduction? PCE RSSAS EO EEHRHEHSHKOHEHEEHEER ACHE EMO SSE KLSOSCHESEEOHSERNE OE EED 
Fow did f tags the ball’ to thre grou? SHHHEHRSO STO HSH CSET OCSEDEOS 
Rid 1] keep the discussion moving by 

Freovuent trensitional suaaries? eece Cnecring reretitione? .eece 
Calling attention to digres«tons exd Lrrelevancties? ecscrccvecences 
Pointing up differencea of opinion? «eco Ulsrifying the 
Ciscunsion? SPP CHRECE SSE HOSHEOHHSCHSARESCFEHHE TT EHRHHEHRFEREOSDESOHR AHH HHEOKREHEEEEES 
tere the cuestions amd other methods I ueed to guide the 

discussion 

Ajmed at bringing out rearons, cpintone, causes? seecceceeseonseree 
Jesigned te bring out all shades of opinion? sececcecesocenvesseres 
Presented objectively (not alented or argumenteti ve)?  crccsccccense 
Yorded briefly and clearly? SCHLEC CCHS HE FEHB EHEEHETERETONE ERED OR ESEE 
Thought=vrovoking (not rhetorical or “yen=no" in form)? oseccosesece 
Fairly ar tactfully distributed AMOTLS ell momberst? @ereteorcereeasee 
Did I encourare nerticination by 

Yeeoins ANY One morber from “hersging the ahow"? CTROOCHHVOTReOBH SEB OELE® 
Orawi ng eut the retisent wemhers? COORDS H OHHH HOHE SOHREDeHereHEeTE HES 
Lxpressing anvreciation of individual sontributions? eescscceescesen 
Reedirecting questions to athor members? COKHOKRECOLE MESH EERE ETEBO 
Wainteinine good humor and Zair y Lewy? OTHSHOHRHEHEE SESE OHH HOHRH OCF EHS 
044 I brine the discussion to ® clear ami definite esnclusion? «sec 
Dad my Pinel summery feirly review all voints of view expressed? 
Mato the agreements reached? eee. And the roints of dis- 
agreanent? eeceo Coll attention to soureea of information? cesrcoe 
Arnounse the next meet ine? COPE HHOHHO AHH KHER HEHE HRESCHHETMREHHRETHSCH SHEE 


Pays to Tals It Over, National Institute of ‘ociel Relationa, Ince, 
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Results 


fere there any Iindicstions of satiefaction from members of 

the Zr OUdT SCOOTER HTCOEHSETOT CH HHS CELE EHEEARHHES MESH AH ESCHREHRBE ETOH EHTEL 
Any indications of dinsetisfection from membern of the groun® eeace 
Were there ony wumusuel problems? .5¢. Jid i hanile them 

PEOMOT LTT «aac ree rere assess sa seam eee ass stOOHOaneesOeseeeseseeeesene® 
Row ma yr” members did not pert’ cinnte et silt CORGCOHORASHRHE FACES R EEE 
Yas the tonics suitable for diccusslon? ecesecncesecessvestcecsnsecees 
vere any important sepects of the nuestion omitted?  srecceccescecece 
Was there a cleerer underetanding of the sunject after the 
diecussion? BODE TPOHE SEDER FOHHTAEPIOTOOHED ARH ERHEEHOHREHDHNTE BOO BOO EE 
Yhet conclusions did the ZYroup FGOASHT sevescasusccvecesenevesasnese 
SOOSSHSHSHSESHSST AHF SH AECH THR ASS AHESHH OTH A THSCHR HH eteHSeFAMHFaseeesHRenevueaeesaesynegeaes 


hat could I have done better’ TwrErrerrrreraererrraererrrrtrereereLley sf 


ROMn eee aaeee ees seee GPF FSOate PEeseessesenevevoeonse ar Gaeaanneseoenzpeseesezveaen te @2eegee see 4 
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